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Introduction 

Tbc  theory  o£  the  fin  bee  received  Increesing  atten- 
tion in  the  literature  in  recent  years.  This  Increased  at- 
tention has  paralleled  rapid  advances  In  the  behavioral  and 
quantitative  sciences.  Econonlsts,  socioloqlets.  psy^iolo- 
glata,  and  operations  researchers  all  view  the  dim  In  a 
different  wey  so  that  one  la  renlnded  of  the  fable  of  the 
blind  nsn  deaoxibleg  the  eleiAant. 

Xach  of  these  sciences  baa  SHde  notable  coitrlhutions 
to  explaining  sooe  facet  of  the  behavior  of  tbc  firn  or  sane 
of  the  underlying  forces  which  influence  the  first's  behavior. 
Soew  approaches,  however,  have  serious  drawbacks  front  the 
manager's  point  of  view, 

Bconcntlcs,  for  exaa^le,  has  greatly  simplified  the 
study  of  the  business  fins  by  the  assumption  that  the  firm 
Is  the  oitrepreneur  who  acts  in  e coiqiletsly  rational  manner 
to  maximise  buelneea  proflta.  Bconomice  has  provided  an 
elaborate  analyels  of  the  pricing  of  factors  of  production, 
pricing  of  geode,  market  structurea,  and  has  introduced  the 
concepts  of  risk  and  uncertainty.  Eeonomlo  models  of  the 
firm  have  been  c«itlnuelly  modified,  particularly  in  reesmt 


into  account 


bdtavlor 


Mou  «xt*nt.  Thlfl  haa  been  accoopllshed  Xargaly  through  tha 
davelogoent  of  the  theory  of  Ijgperfect  conpatltlon  and  the 
Introduction  of  additional  varlablea  Into  the  analyala  euch 
aa  Mrketing  efforta  and  coata.  ficononlc  theory  la,  perhape, 
Boat  helpful  In  providing  an  underatanding  of  the  direction 
of  changea  rather  than  In  predicting  the  iiagnltnde  of  euch 
changea  reaultlng  from  the  actlona  of  the  flna.  Scononlca 
haa,  In  addition,  contributed  greatly  to  predictive  tech- 
nlquea  for  forecaating  tha  future  enviromaent  of  the  fine, 
thla  haa  been  done  through  the  develofeient  of  Bacroaoononlc 
theory,  tha  Introduction  of  sore  eophiatleated  aconealc  plan- 
ning Into  bualnees  and  govemnent  actlvltlea,  and  the  prea- 
aure  for  the  collection  of  nore  and  acre  economic  data. 

The  economic  theory  of  the  firm  haa  been  orlticlaed  on  a 
number  of  counta,  tha  moat  Important  of  which  le  Ita  ocaapletely 
rationallatle  approaA  deaplte  modem  "aiDaodBenta . ' The  ratlon- 
aliatlc  approach  la  identified  by  five  major  charactarlatlce. 
They  are  (1)  the  treatment  of  tha  firm  aa  a alngla  actor  rather 
than  a collective  group,  (2)  the  aaeui«>tlon  that  the  firm  haa 
ccoplate  kncwledga  of  all  relevant  infomtlon  and  available 
couraea  of  action,  (3)  the  aasumptlon  that  the  firm  can  anti- 
cipate the  Goneequencea  of  any  aalected  action,  (4)  tha  aaeump- 
tlon  that  the  firm  haa  a alngla  goal,  tha  maxlmimtioa  of  ite 
’incentive  function, “ and  (5)  the  aaaumptlon  of  neChanietie 
action  of  consunere  baaed  entirely  on  tha  price  of  the  prod- 
uct or  a very  limited  number  of  varlablea. 

Crltlea  of  euch  a rationallatle  approach  to  tha  theory  of 
the  firm  aey  that  actually  the 


firm* a knowledge  of  pertinent 


futura,  and 


of  alt« 


factSi  kBowladga  of  tha 
tlva  actions  ara  vary  llaited.  B.  X.  siaoD,  Profassos  of 
xdainlstratlon,  Caxnagia  inatitata  of  Tacbnology.  attaoka 
tha  classical  econoalc  nodal  tbsalyi 

Traditional  economic  man,  howavar  attractiva  ha  Is  to 
tha  aoonoalc  theorist,  has  little  or  no  place  In  the 
theory  of  organisation,  or,  for  that  matter.  Is  moat 
parts  of  the  theories  of  l^wfeet  markets  and  of  aoo- 
nomlc  develossaent.  All  the  valiant  efforts  of  recent 
decadaa  to  save  economic  nan  by  adding  this  dtaractar- 
istlc  to  him,  subtracting  that,  have  only  shown  us  bow 
littla  la  left  of  the  predictive  power  of  tha  classical 
theory  once  we  allow  the  aaalleat  deviations  from  the 
assumption  of  canlsclant  rationality.  . . . 

Tha  altamatlva  approach  . . . x shall  call  the  nrlnel- 
Ple  of  bounded  rationalltyi 

The  capacity  of  the  human  mind  for  formulating  and  solv- 
ing complex  problmas  Is  very  small  coapared  with  the  else 
of  the  problene  whoee  eolutlon  la  rsgulscd  for  objectively 
rational  behavior  In  tha  real  world— or  even  for  a reason- 
able approximation  of  aucb  objective  rationality. 

If  tha  principle  le  correct,  then  the  goal  of  clasalcal 
econoalc  theory~to  predict  the  behavior  of  rational  awn 
without  making  an  eivlrlcal  Inveatlaatlon  of  hie  peycbo- 
logical  propertiea--lB  unalterable.^ 

The  rationalistic  trsatment  of  the  firm  aa  a daolalon- 
maklng  entity  thus  naglecta  the  psychological  and  sociological 
aspects  of  the  Indlviduels  who  actually  make  the  daclaione  for 
the  firm.  Along  the  same  lines,  a theory  of  nmrket  behavior 
baaed  only  upon  the  competitive  situation  and  the  price  of 
goode  le  not  In  accord  with  the  psychological  and  aoclologlcal 
thaorlea  of  consumer  behavior.  Attempts  to  take  into  account 
tha  babavloT  of  firms  In  oligopoly  analysis  have  lead  to  ei- 
ther Indeterminate  results  or  ths  necessity  for  Imposing 
strong  assumptions. 


*Barbert  A.  Simon,  Models  of 


Wiley 


Anothar  point 


bulk 


analyals  <3aala  wltb  equllibrlnn  altuatlons  wbldi  ara  rairaly, 
if  avar.  reached  In  a ^naslc  aconony.  Aa  J.  Kargolia,  Uni- 
VBcBliy  of  California,  points  out,  acononists  gaoarally  eval- 
uate a decision  rule  on  the  assuRption  that  the  fim  is 
Choosing  aa  alternative  action  to  which  it  rasiBlna  oeasUtted. 
Actually,  la  contrast,  firoe  make  decisions  which  bring  in 

econoiics  has  dealt  with  a very  United  nunber  of  variables 
in  eqnillbxiUB  situations  and  perfomed  at  a high  level  of 

There  are  a variety  of  bebaviorist  concepts  of  the  fin 

school  represents  a fusion  of  behavioral  science  with  eone 
fonaal  and  rationalistic  approaches,  j.  W.  Hcduire,  Aasocl- 
ata  Professor  of  Business  Adalnistration  at  the  University 
of  Washington,  says  that  the  organlrational  ccmcspts  appear 
to  possess  at  least  three  features  in  ecssDoni  (1)  the  con- 
cept of  the  item  as  a ooo^lex  pattern  of  personal  relatlon- 
ablps  rather  than  a structura  In  which  actors  perform, 

(2)  qualified  assumptions  of  rstlonsllty.  and  <3}  the  as- 
sumption that  the  firm  is  a hcewostatlo  organisation  with 
the  underlying  goal  of  survival.^  The  principal  diffazence 

^Julius  Nirgolls,  'Sequential  Decision  Hsklng  In  the 

S2vsa^^'"*” 

^Joseph  M.  HcOulre,  The  concept  of  the  firm,  ' Cali- 


sppEoaoh 


IstB  Is  that  the  fonaer  attribute  a einglenees  of  character 
to  the  flzn  while  the  behaeiorlata  iaply  that  although  the 
fim  may  aot  ae  an  entity.  Its  actlone  are  baled  upon  ajgre- 
vatee  of  Individuals.  The  difficulty  with  the  behavlorlet 
approach  to  the  theory  of  the  flm  le  that  the  cCMipIexlty  of 
human  bahavlor  from  both  the  psychological  and  social  view- 
points Is  such  that  It  has  been  difficult  to  draw  any  gener- 
al principles.  Attempts  to  quantify  organliatlonal  concepts 

Simon.  Although  Simon  has  Introduced  acne  Interesting  Ideee 
of  modified  retlonallty,  the  quantitative  work  le  still  at  a 
highly  abstract  leval. 

operations  reeeorcb  has  been  defined  as  the  Vltlmatc 

science. As  such  It  bee  contributed  quantitative  solu- 
tions to  many  apeclallsed  and  narrow  problass  relating  to 

achedullng  are  examplea.  operations  research  literature 
rarely  touches  upon  managamant  strategy  in  s manner  which 
takes  into  account  the  marketing  function,  since  the  pro- 
duction problem  has  been  superseded  In  the  united  states  by 
the  marketing  probleu,  thle  omission  la  eerlous.  It  la  true 
that  many  special  marketing  problana  have  been  attacked, 
such  ae  optimum  use  of  selling  effort,  choice  of  distribution 

^Stafford  Beer,  miat  Has  c^emetlca  to  Do  with  Opera- 
tional Beeeeroh? " £gS£2£l^ai.^sBMi^l_t)sa£t^^  X,  >0.  1 
(March,  1959),  10.  Stafford  Beer  la  with  United  steel  Oom- 
panies,  biiated. 


queuaing,  and  jirlcLng. 


Starr,  Colnobla  Dnlvarslty,  alao  iliuatrata  tha  solution  of 
a fairly  broad  aarlas  of  problaas  In  marketing  which  are 
solved  by  an  operations  research  approach  and  whose  results 
would  have  meaning  for  the  manager  of  a flrm.^  Linear  pro- 
graming methods  have  been  applied  to  problems  lovolvlng  both 
marketing  and  production,  but  the  marketing  portion  Is  quite 
narrow  as,  for  example,  considering  simply  the  moat  profit- 
able product  Blx.^  A recent  potentially  fruitful  approach 
to  custooer  behavior  la  tha  Markov  process. 

A description,  seae  applications,  and  some  Implications 
of  ths  Ksrkov  process  for  study  of  coneiBsor  populations  In 
the  face  of  marketing  activity  are  given  In  an  article  by 
J.  D.  Bamlter  and  J.  F.  Magee  of  the  management  coneultlng 
firm  of  Arthur  D.  Little,  me.  A basic  explanation  of  this 
highly  nathSBatlcBl  approach  is  as  follows,  Sach  nanber  of 
the  total  potsntlal  customer  population  is  considered  to  be 
In  some  state  defined  by  eomc  ccnJjtnatlon  of  dtaraoterletlca. 
Each  member  of  the  population  must  be  In  one  state  and  only 
one  state  at  any  given  time.  A almple  example  le  the  axlat- 

euetemer  hae  a pxc^abillty  of  going  frem  one  state  to  soste 
other  state  when  tha  time  changee  from  one  period  to  another. 

^vld  w.  Hiller  and  Martin  K.  Starr,  Executive  Deel- 
elone  eM  operetlone  Research  (Englewood  Cliffs,  H.  J.  t Pran- 

^Robert  0,  Fergueon  and  Lauren  F.  Sargent,  Linear  pto- 
aranmliia  (Hew  Yorki  Kc6rcw-Bill  Book  Co.,  Inc.,  195S), 
pp.  239-256.  Both  authors  are  with  the  ■anagsment  eon- 
aultlng  company  of  H.  B.  Maynard  and  Conpaiqr,  Znc. 


th*  strategy  of  action,  howavez,  whaza  conflict  and  nutual 
dapandoica  ara  mlxad.  game  ttiaory  has  followed  the  Mtliods 
used  in  pure  conflict,  and  the  zesulta  have  not  been  as  11- 

zero-Busi  and  non-*#zo-euB  lacks  symatry  and  falls  to  Identi- 
fy the  limiting  case  that  stands  opposite  the  tero-aina  gaow. 
As  limiting  cases  he  proposes  (1)  fixed-sun,  and  (2)  fixed- 
proportion  (of  conflict  and  nutual  dependence)  gaaes.  m 
between  the  pure  extreaes  are  the  variable-su^varlabl^ 
proportions  cases  which  spelling  prefers  to  call  ’bargain- 
ing* or  "olxed-aotlve*  ganes.^ 

consider  new  a two-person  nixed-iBotlve  pans.  Suppose  a 
’third  party'  mediator  la  Introduced  who  Is  In  a poaltloa  to 
give  Instructions  which  ara  suggeatlve  only,  not  authorita- 
tive, to  the  other  two  players,  nils  third  party  also  re- 
OBives  a payoff  in  the  gaae.  It  bscaneB  easy  to  see,  than, 
the  very  close  analogy  between  this  gaiM  situation  and  the 
situation  of  two  flms  and  the  consuner  group,  the  flms  are 
engaged  In  conflict  on  the  one  hand,  and  cooperation  through 
trade  asaoelatlens  and  implicit  or  explicit,  legal  or  ille- 
gal, conmunlcatlon  on  the  other  hand.  The  custeners  in  the 
aggregate  have  suggestive  power  over  the  playere  (the  firms) 
which  they  exert  by  ehlftlng  the  relative  anounte  purdiaeed 
freo  eacdi  firm,  stretching  out  the  time  between  purchasae,  or 
abstaining  completely  in  extreme  caeee. 

^Tbomas  c,  schalling.  The  strategy  of  Conflict  (Cam- 
bridge, Naas. I Harvard  OBlversity  Prase,  1960) . 


Another  ‘mediator''  or  fourth  party  to  the  game  Is  the 
government,  overall,  the  government  receives  a payoff  in 
taxes  and  social  gain  by  means  of  its  strategy.  If  govern- 
ment egenolea  are  viewed  Individually,  some  regulatory  agen- 
oles  would  not  receive  payoffs,  but  the  situation  is  Included 
In  standard  game  theory,  it  should  be  pointed  out  that  much 
govemnent  action  fits  within  the  pattern  of  mlxed-gana 
strategy  since  the  government  either  bargains  directly  with 
companies  or  through  the  courts  and  has  both  canon  and  con- 
flicting interests. 


unfortunately,  to  date,  game  theory  deals  with  only  one 
aspect  of  decision  theory  and  also  suffers  from  abstraction 
and  lack  of  data  required  to  make  It  useful  to  the  manager 
of  the  firm.  Except  for  two-person  games  and  other  epeoial 
types  of  games,  solutions  are  not  generally  available  as  yet. 
Payoff  matrices  are  difficult  or  Impossible  to  establish. 
Also,  game  theory  seeks  equilibrium  solutlonsi  for  given 
*':rategles  there  la  a given  payoff.  A given  strategy  la 
tlaa-invarlant  throughout  the  problem. 

The  above  approaches  have  all  contributed  to  providing 
explanations  of  the  operation  of  firms.  Yet  each  has  dafl- 
clenclea  which  oast  doubt  on  whether  that  particular  method 
or  approach  la  the  one  which  will  eventually  lead  to  usable 
ouraa  of  action. 


of  tea  Problt 


General  atatemmt 

Since  tbeorlee  of  the  flra  are  not  yet  aufflclenCly 
developed  to  julde  the  nanaginent  of  the  flm  In  its  opera- 
tion of  the  buslneea,  it  vould  appear  desirable  in  the  in- 
teriB  to  provide  ecoia  oatllne,  guide,  or  structure  for  aan- 
agara  to  follow  to  achieve  whatever  prlnelpal  and  lesser  ob- 
jectives they  nay  establish  for  the  flra.  It  Bight  be  well 
to  step  off  fton  the  theory  of  the  fini  to  outline  a general 
strategy  for  industrial  firas.  This  strategy  would  be  founded 
on  prlnolples  drawn  froo  the  theory  of  the  flra,  narkatlng, 
and  practices  of  successful  ftnss.  A sanagerlsl  abroach  to 
the  operation  of  the  flra  wuld  provide  guidance  for  the  isan- 
ager  by  advising  hln  what  ha  should  do  to  achieve  his  ^Jec- 
tivaa  and  he  should  do  it  rather  than  what  he  does  and 

This  research  is  ooncernad  with  a managerial  approach 
to  the  master  strategy  of  the  industrial  flra.  The  objec- 
tive of  the  research  is  to  show  that  product  planning,  as 
defined  in  a broad  sense,  is  the  strategy  of  the  industrial 
flra.  The  hypothesis  is  not  fully  stated  until  a nui^er  of 
terns  appearing  in  it  have  bean  defined,  it  will  than  be 
possible  to  tie  the  wide  range  of  research  results  into  a 
vary  speciflo  statanent.  The  following  sections  provide  the 
needed  definitions. 


good  pEoduaed, 


11 


By  product  1*  neant  net  Juat  the  pt^eical 
hut  all  those  qualities  uhich  have  significance  to  both  the 
custoner  and  the  nanufacturer  who  pxoducas  It.  Frcn  the 
buyer's  viewpoint,  a product  has  nunerous  diaracterlstlcs 
which  differentiate  It  from  other  products.  A nunber  of 


Appearance  and  finish 
Availability 

Buyer-seller  buelnesa  or  good-will  links 

Base  of  service  or  maintainability 
Punctlon 

*Halo*  attributes  (reputation  of  other  prod- 
ucts of  the  flm  and  of  the  flra  Iteelf] 
blfe  and  durability 
Paokaglng 
Parts  availability 
Perslstenos  (in  sieaory) 

Price 

fteletlenshlp  to  suhetltotea  and  coaplaiBenta 

Social  and  cultural  attributes 
Transportability 

"grgenay"  of  nesd  (buyer's  stats) 

Weight  and  sire 


In  sumary.  the  uniqueness  of  a product  Is  due  bo  any 
possible  differentiation  between  It  and  soma  other  product. 


This  concept  Is  essentially  that  which  wroe  Alderstn,  Presi- 


dent. Alderson 


Product  differentiation  takes  various  foms.  it  nay  bs 
based  upon  certain  cbaraeterletice  of  the  product  Itself, 
potential  featuresi  trade  marka;  trade  nanesi  peculiari- 
ties of  the  package  or  container)  sln^larlty  In  quality, 
design,  color,  or  style.  Product  differentiation  nay 
also  exist  with  respect  to  the  conditions  surrounding 
Its  sale,  sxaavles  of  this  are  convenience  of  the  sel- 
ler's location,  reputation  and  good  will  of  the  aellcr, 
services  provided  by  the  seller,  and  various  other  links 
which  attach  the  cuatoBers  to  the  seller.  Product  dif- 
ferentiation, broadly  Interpreted,  represents  a control 
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cpvex  supply  in  ths  sense  tliat  only  one  seller  offers  a 
product  of  that  exact  naoe  and  Identity. 

?ron  the  seller's  viewpoint  there  are  additional  ohar- 
scterlstlca  which  distinguish  a product  or  products.  Ihese 


1.  Opportunity  cost 

2.  Profit  aargln 

3.  Produclhlllty 


Product  DlannlBC 

Product  planning  oust  ha  defined  mre  precisely  and 
■sore  broadly  than  it  is  defined  In  the  literature.  There- 
fore, product  planning  Is  hers  defined  as  the  develofmnt 
and  forenjlation  of  the  strategy  for  synchronised  creation, 
production,  and  marhstlng  of  producta  In  order  to  optlalxe 
the  aohlevenent  of  long-renge  objectlvea  end  goals. 


The  tsm  "Btratagy-  la  founded  upon  nilltary  science 
which  atm  has  the  greatest  claija  to  the  concept,  strategy 
in  the  Bllltary  sense  neane  'the  art  of  the  general'  and  la 
derived  fron  the  Oreek  atrategos  fonoed  fron  stratos  (an^) 
and  again  <to  lead) . In  the  nilltary  aanae,  strategy  la  the 
overriding  long-range  plan,  strategy  In  the  Bllltary  aenee 
la  eaid  to  have  direction,  aesnpaas  point,  or  Intent.  This 
direction  la  Icncwn  as  the  "strategic  concept. " 

^roe  Aldcrson.  Warhetlnc  .nd  Executive  Action 

(BOMWood,  Ill.i  Richard  b.  Irwin,  IneV,  1957) . p.  lOS. 
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succassful  behavior — la  like  a asarch  fox  rulea  of  ’cor- 
rect'' bahavior  in  a contaat  winning  aanaa. 

Me  can  call  thle  field  of  atu^  the  etrategy  of  conflict.^ 

For  tha  purpoee  of  definition  here,  atrategy  Inclodea 
the  aleaent  of  aophlatlcated  conflict  behavior.  Xt  includee 
a eat  of  Interrelated  decialona.  It  inclodea  a tenporal  dl- 
itenalon  which  ia  not  Included  in  gasa  thaory.  strategy,  while 
long  range,  la  flexible  In  that  It  la  continually  reviewed  in 
terns  of  new  Infonaation  so  It  represents  aequaatlal  declsion- 
naking.  Strategy,  to  sose  extent  la  open-ended.  And  finally, 

conflicting  goals. 

The  concept  of  strategy  for  tha  purpose  of  a useful  def- 
inition applicable  to  tha  business  world  is  therefore  baaed 
upon  both  the  original  nllltary  sense  of  long-range  planning 
and  the  gane  thaory  sense  of  a aet  of  rules  for  situations 
of  ooHblned  conflict  and  dependence,  strategy  la  now  defined 
as  a tcBiporal  pattern  of  action  almg  a tine  contlnuua  by 
Beans  of  which  a flra  seeks  an  optinlsatlon  of  Its  goals  In 
a field  of  ootaally  conflicting  and  cooperating  participants 
and  varying  unknown  states  of  nature. 

It  is  apparent  that  the  devalopacBt  of  a etrategy  of  tha 
Individual  in  tsma  of  a specific  aet  of  rules  is  a different 
natter  for  each  flm.  There  are  aany  specific  strategies  to 
select  fcoa.  This  does  not  Been  that  there  cannot  be  one 

^Scbelllng,  p.  3.  schalllng  states  that  The  tern 
strategy  Is  taken  here,  fron  the  theory  of  caaes.  which  dla- 
tlnguishes  gases  of  skill,  gSBee  of  chance,  and  ganae  of 
■tratagy,  the  latter  being  those  In  which  the  beat  course  of 
action  for  each  player  depends  on  what  the  other  players  do, ’ 


nndwlylng  stratagy 


that  all  Individual  atrataglea  fit  within  tha  pattern  of  one 
maatax  atxate^y?  The  hypothaale  atates  that  produot  planning 
la  such  a Biaatar  etratagy. 


Tha  InduBtrlal  ftna 

A definition  of  tha  tern  flm  by  Itaelf  lai 

A buBlnaaa  enterprlae  or  fln^tha  two  tana  ara  uaad  In- 
tarohangeably»la  an  Indapandant  private  organlzatlm 

(1]  B^llltaa  aooBCAlo  reaourcea  (land,  labor,  and 
capital). 

(2)  produeea  gooda  or  aarvlcea  for  aala  In  tha  aarkat, 
and 

<3)  rallaa  primarily  on  tha  procaada  from  tha  aala  of 
Ita  product  to  neat  Ita  ooeta.  The  characterisation 
of  the  fin  as  an  organisation  iBpllos  that  It  la  a 
onlflad  group  of  Interacting  partlolpanta.l 

In  tha  theory  of  the  fltia,  tha  "fin*  la  not  a fin.  according 
to  aconoBlat  E.  T.  Panrosa,  Johns  aopklna  University. 

Plfflcultlas  arias  when  an  attaspt  la  Bade  to  acellnatlze 
the  theory  to  an  alien  anvlronmant  and.  In  particular,  to 
adopt  It  to  the  analyala  of  the  expansion  of  tha  Innova- 
ting, Bultlproduct,  "fleah-and-blood"  organisations  that 
bualnessBan  call  tlne.^ 

By  adopting  a ‘flaah-and-blood'  approach  In  tha  peasant 
study,  no  probleu  arise  regarding  the  Banning  of  industrial 
flzBa,  with  aoBW  guallflcatlon,  fins  claaalfled  under  the 
Standard  Industrial  Classifications  froa  20  to  30  ara  con- 
sidered as  manufacturing  or  ‘induatrlal  flnu.  * Sana  of 


P.  Bowen,  the  Bualnaaa  Enterprise  as  a Subject  for 
Raaaarch  <sew  Yorki  Social  Science  Baaaareh  ccwcll7  1955), 

^Bdlth  Tilton  Penrose,  of  tha  growth  of  tha 

Flm  (Saw  vorki  John  Wiley  a sms,  ine.,  1959).  p.  13. 
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th»se  flrSB  bo  listed  aotiially  are  slnply  proceseora  at  rav 
■Bterial*.  The  end  fiiyalcBl  products  ot  such  flraw  ace  Iden- 
tloal,  and  there  is  little  opportunity  to  vary  these  pt^eical 
attributes.  Although  other  attributes  of  the  product  aay 
vary,  these  flms  are  of  llaited  interest  here  and  ace  not 
Included  in  this  research.  Thera  la,  of  course,  the  questien 
of  where  to  draw  the  line.  Some  firas  process  agricultural 
products  and  add  substances  to  produce  cereals,  for  enable. 
Some  food  procaasors  produce  a continually  changing  varied 
of  prodnets.  xhere  the  dividing  line  lias  is  not  signifi- 
cant for  this  study.  By  studying  flms  which  met  be  con- 
cerned with  ^lysical  attributes  and  changing  product  lines, 
it  bacmsas  easier  to  unoover  the  BmsIc  strategy  if  such 

Besearch  methods 

are  not  'proved,  * but  instead,  experimental  and  observational 
evidence  is  amassed  which  lends  greater  and  greater  credence 
to  them.  In  the  business  world,  principles  must  llJcewlBc  be 
substantiated  and  verified  by  accDuulatlng  avldance.  Such 
evidanca  is  usually  observational  rather  ttan  axperinoital. 
Further,  it  is  an  axpenslve,  difficult,  and  often  Impossible 
task  to  obtain  oblective  observational  data  in  business  such 
as  that  yielded  by  a carefully  planned  probability  sample 
survey.  It  is  more  likely  that  evidence  to  support  a prin- 
ciple of  managament  is  based  upon  a study  ot  many  cases  by 
many  different  investigators. 
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Thies  aethoda  of  EoawrOb  u«re  aaployad  In  the  preaeat 
InveatigetlM  In  order  to  provide  a bread  baala  for  the  oon- 
claslone.  One  aethod  conaiated  of  a review  of  periodicala, 
booka.  apeechea,  and  papara  dating  fron  19S5  to  the  preeent. 
Managanant  conaultlng  conpeniea  ware  contacted  and  publica- 
tiona  requaated.  Over  200  publications  ware  reviewed  la  the 
seardi  for  writings  on  product  planning  and  strategy  of  the 
fira. 

hs  a aeeeaid  aetbod,  case  etudlea  of  product  planning  in 

antloipated  Inforaiation,  and  this  was  one  basis  for  choosing 
thia  second  aethod.  Vac  of  the  largest  and  neat  progressive 
flras  in  the  United  etatea  and  one  small  aggressive  ccopany 
Just  starting  up  were  choaen.  One  of  the  largo  coapaniea, 
coming  Slasa  Norks,  utilised  ccntraliaed  planning,  while 
the  other,  general  Slactrlc  con^ny,  is  wldaly  known  for  da* 
cantrallsed  planning.  The  third  company,  sandae  Systams, 
Inc.,  was  aatarlng  into  tha  highly  ccogietitlva  fiald  of  of* 
floa  autcaation  agulpnent. 

The  third  method  was  designed  to  obtain,  first-hand, 
Infonaatlon  about  a large  number  of  firms.  Tbla  method  con- 
sisted of  a mall  survey  of  a sample  of  420  firms  rapreeenta- 
tlva  of  all  manufacturing  firsts  In  the  United  statea.  Al- 
though returns  from  mall  surveys  are  notoriously  low  and 
semantic  diffleultisa  abound,  it  was  fait  that  if  tbe  rasulta 
obtained  vara  oonslstent  with  these  obtained  by  the  other 
two  aathods  of  Investigation,  greater  confidence  could  be 
placed  la  the  ecncluslea  drawn  froa  this  entire  atudy. 


egy  are  used  with  varying  connotatloBa  by  writers  and  busi- 
ness exeeutives.  one  of  the  purposes  of  this  research  is  to 


traaslate  Information  froa  these  sourcec 
tense,  the  idea  of  product  planning  as 
Induetriai  flm  will  be  shown  to  repress 
orientation  of  ths  fins  in  its  planning 
such,  product  planning  may  be  considered 


a newly-developing 
be  the  strategy 


fin. 


Methodology 

The  concept  of  product  pluming  ie  relatively  new,  ao 
that  the  aaln  body  of  the  literature  on  thli  aubjeot  beglna 
to  appear  about  1950.  The  earlleat  algnlflcant  neatloa  of 
the  eubject  which  was  found  In  this  Investigation, appeared 
Ih  of  todnattrlal  Marketing  hr  Robert  P.  Elder, 

tute  of  Technology,  which  was  published  by  KoOraw-Hlll  In 
1935.  Chapter  3CIV  la  entitled  "Merchandising,  Or  Product 
Planning"  and  states  thati 

A brief  olasslf Icatlon  of  the  principal  problese  of 
product  planning  la< 

1.  Olveralflcatlon. 

a.  Creation  of  new  products. 

b.  Adaptation  of  existing  products  to  new  uses. 

c.  Adaptation  of  existing  products  to  changing 
desiand. 

2.  Siapllflcatlon. 

a.  BllMlnation  of  obsolste  products,  vazlstlss, 

b.  Slljalnatlon  of  suparflucnis  vaxletiss  and 
iteos. 

3.  Grading  and  quality  standards. 

4.  Identification,  brands,  and  trade  nanes. 

5.  tackaging. ^ 


(Hew  iort*'MoLaw^^i 

perailsaloa  of  McOrawHlll  Book  cospac^,  Inc. 


19 


Ten  years  Uter,  Ben  Nash,  product  develoiimt  consult- 
ant, vrota  PeyaXoptng  waritetable  Prodgcta  and  Their  Saefcag. 
tjwe  (KC«raw-Hill  Book  co.,  1949).  This  book  provided  an 
Interpretation  of  the  vuiderlying  technl^ea  used  by  product 
dsvelojnent  executives  in  discovering  the  vital  influences 
uhich  contribute  to  successful  marketability  of  products. 

It  provides  a strong  clear  case  for  consumer-oriented  prod- 
uct developoent  and  marketing.  In  many  respects,  this  vol- 
ume has  not  been  surpassed  today. 

In  194?!  a significant  ccatribntlon  to  the  concept  of 
product  planning  was  made  by  P.  H,  Phelps'  book,  Pianninn 
the  Product.  whlA  was  published  by  Piebard  p,  Irwin,  Zne. 
Phelps  recognised  that  products  must  not  be  left  to  Pianos, 

He  pointed  out  that  the  product  plannii^  function  cuts  across 
the  usual  functional  lines  of  sslss,  production,  and  re- 
search. beciaicna  on  a single  product  have  to  ba  conditioned 
by  the  firm's  policy  on  its  entire  lias.  Phelps  says.  Ttae 
word  'product'  for  ths  purposes  of  our  dlseuaalon  will  be 
thought  of  In  a very  inclusive  sense  as  being  that  which  the 
consumer  aetaally  receives  when  making  a purchase.'^  On- 
fortunately,  Hielpa  then  proeaeda  to  give  a not  very  inclu- 
sive list  of  things  the  oonsumer  receives.  Be  lists  packag- 
ing, labeling,  information  about  the  product,  utUl^  and 
aseurance.  Bla  significant  point  over-all,  however,  le  that 
while  aconomlata  have  Icng  racognised  that  the  ultimata  ob- 
jective of  all  econosie  aotlvl^  is  the  satisfaction  of 

^D.  M.  Phalps,  Slanwim, 

D.  Irwin,  zne.,  1947),  p.  1. 


Product  (Chic 


have  done 


If  their  producta  have  adequately  net  the  wanta  of  coasunera. 

Although  nany  artlolea,  oollaetlooa  of  artlclea,  and 
broehuraa  have  appeared,  no  book  has  since  been  published 
which  deals  In  broad  ^lloaophlcal  fashion  with  the  product 
planning  concept.  Two  recant  books  are  devoted  entirely  to 
a najor  phase  of  product  planning.  One  la  an  excellent  book, 
The  sew  Produot.  by  o.  H.  Karger,  Head  of  the  Departnent  of 
Hanaganent  Biglneerlng,  Bennaelaer  Polytechnic  Institute, 
published  in  I960  by  the  Indaatrlal  Press.  Because  of  the 
author's  objective,  the  evaluation  of  old  products,  the  in- 
tegrated nerketlng  concept,  and  the  concepts  of  ccaipany-wlde 
short-  and  long-range  planning  centered  on  product  end  bual- 
nesB  objectlvea  are  touched  upon  only  briefly.  Rather,  aei- 
^^sle  le  upon  techaiguee  Involved  In  new  product  develop- 
neat  and  amrketlng.  The  other  book.  Handbook  of  Mew  Prod- 
uct Oevelonaent  by  Peter  HUton,  was  published  by  Prentice- 
Hall  la  1961.  This  appears  to  be  nore  of  an  Introduction  to 
the  subject  than  a handbook. 

Since  about  19SS,  howaver,  the  introduction  of  the  prod- 
uct planning  concapt  In  industry  both  In  phlloso^y  and  for- 
SAl  isiplenoitatlon  has  been  followed  by  a flood  of  articles 
In  the  Journals,  trade  Bagarlnes,  and  American  Hanaganent 
Association  Reports.  The  literature  research  for  this  In- 
vestigation Included  over  200  publications  consisting  of  the 

1.  Books  dealing  with  product  planning  of  the  fine, 
acononlc  theory,  and  consumer  theory. 


2«  Artlclfta  and  nlscallaaeous  apaachas  and  papara 
totaling  168  and  covarlng  27  diffarant  parlodlcala 
^pibXiahad  thcoagh  1955  to  tha  prasant.  (Table  1 
■howB  tbe  range  of  parlodlcala  and  papera  treating 
the  aubjaot  of  prodnot  planning.) 


3 . HlBcallanaouB  broehuraa  publlahad  by  nanagatant 

ooneultlng  flma,  tha  United  Stataa  Sovarnaant,  and 
publiahlng  con^anias. 


Hat  by  any  iteane.  eince  tha  number  of  caaa  hlatorlaa  of 
product  planning  fox  apeelflc  pxodueta  la  quite  large.  Ar- 
ticles which  covered  aone  main  aspect  of  company  planning  In 
relation  to  product  planning  ware  reviewed,  and  Che  one  or 
two  main  Ideas  were  recorded.  The  resultant  clasalficatlon 
of  topicB  covarad  la  of  Intccaat.  although  It  la  to  some  ex- 
tent a aubjectlva  analyala  for  tha  type  of  axtlelea  reviewed. 
Tha  rough  claeelflcatlon  of  the  main  Idaae  covared  la  shown 
In  Table  2.  since  either  one  or  two  ideas  ware  attributed 
to  each  article,  tha  total  la  greater  than  the  16S  writings 


■eture  and  Importance  of  nroduct 

BOW  le  ‘product  planalag‘  defined  by  wrltera  on  tha  sub- 
ject? Which  aapecta  of  the  concept  are  anphaalaed  and  which 
ara  omitted?  Fortunately,  there  are  only  a few  pattame 
which  wrltere  on  the  aubject  fallow,  end  theae  will  be  11- 


eiAJect  think  of  product  pla 
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tions required  to  develop  each  are  given 7 

There  la  a surge  of  new  products.  Increasing  expendi- 
tures for  nm  product  developsent,  and  shortened 

time  for  developsent 8 
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Market-oriented  product  planning  la  the  key  to  euccass  5 
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The  marketing  concept  Is  an  integrated  approach  to 

aacketing  which  la  conauser-orlantad  5 

An  attitude  of  Innovation,  not  any  specific  organiza- 
tion atructure,  la  the  key  factor  In  product  plan- 

l^ng-range  planning  le  necaaaary  for  the  survival  of 

the  flTB  2 

Mew  oaxkatlng  applications  for  old  produ^  may  be 

sought  rather  than  technological  Innovation  3 

Haw  products  are  neeesaary  fox  the  growth  of  the 

econoey 1 

Pricing  new  products  .....  . 1 

Products  rust  satisfy  both  the  user  and  produoer  ...  1 

Rapid  technological  change  and  Inexeaelng  ccopctltlon 

are  forcing  firms  to  beoosc  narket-orlanted 1 

niere  Is  a need  for  reaearch  on  the  theory  and  prae- 

tlce  of  arketlng i 
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Mid  to  b«  a high  larel  staff  function 
with  fotnolatlng  specifications  foe  the  solution  of  new  prod- 
nets  and  establishing  pxoceduies  for  the  successful  Introduc- 
tion of  euch  products.  As  fardlnand  T.  Hauser,  Professor  of 
Marketing,  Hayne  State  university,  wrltesi 

Produot  planning  has  to  do  with  originating,  evaluating, 
and  developing  nw-product  Ideas  and  ada^lng  those 
sbcMlng  oost  proBlse  so  that  they  can  be  profitably  ex- 
ploited In  the  siarket  place.  ^ 

Another  illustration  of  a limited  definition  of  product 
planning  as  one  portion  of  merchandising  Is  given  in  outline 

Product  planning 

01 versification 

Creation  of  new  marehandlss 

Adaptation  of  existing  products  to  new  uses 

Adaptation  of  products  to  rh^l^  dsnand^ 

soma  more  recent  atatsaenta  show  ths  praoccupatlcn  cf 
the  authors  with  ths  Idas  of  product  planning  as  focused  on 
new  products  only.  The  following  quotations  ars  all  from 

The  assantial  rola  of  ths  product  planner  Is  to  SMrch 
for,  salact,  and  evaluate  new  Ideas,  althsr  for  product 
Improvcmant  or  for  developout  of  brand  new  products  or 

Barton  Krausar,  Director  of 
Product  Planning,  R.C.A. 

Our  product  planning  ataff  ...  la  responsible  for  pre- 
dlgastlng  for  nanagasiant  all  tha  inforaatlon  that  can  be 
gotten  together  on  a new  product  suggeatlcn.  In  this 


196?”'a?'pen«lsslon  of  the  MoQraw-Hlll  Co.! 

^Palph  6.  Alexander  et  al..  Harketlno  (Bostcni  Olnn  and 
Company,  IMO).  p.  120.  Hr.  Alexander  was  foraarly  Profes- 
sor of  Marketing,  Colusbls  Unlvaralty. 


r*sp«ct.  tha  prodaot  plunara  can  ba  ccapaxad  with  tha 
controUar  of  a dlvlaim  or  tha  financial  offlcar  of  a 
corporation. 

M.  S.  Kangal,  Vico  Praaldent  of  Product 
Planning,  Burroogba  Corporation 

Ha  hava  aatabliabad  tha  poat  of  coordinator  of  product 
planning  witb  tba  idea  that  all  araaa  of  our  bualneaa 
participata  in  and  be  raaponelbla  for  tha  davalop- 

R^art  Hood,  Pxaal^ant, 

sinca  a cenpany  cannot  go  on  adding  new  producta  «id- 
loBaly  Hitbout  dropping  off  aithar  obaolata  or  narglnal  prod- 
ucta,  it  appaara  that  tha  abova  dafinitiona  of  product  plan- 
ning really  daflna  "new  product  planning. ‘ The  hsarlcan 
Management  Aaaoclation  baa  publlahad  about  five  raporta  eon- 
aiatlng  of  collectlona  of  artielae  on  'product  planning, " 
yat  not  one  article  deala  axcluaivaly  with  tba  problan  of 
planning  with  reapact  to  when  a preaant  product  ahould  bo 
dropped.  In  fact,  tha  main  refarenoa  to  aucb  an  idea  ap- 
paara, It  aaaaia,  only  once.  In  tha  'Introduction'  of  Hanage- 
aent  Saport  Ho.  39.  Dr.  Philip  Marvin,  Director  of  tha  Divl- 
alon  of  Raaaaroh  eud  Davalopaant  of  tha  Aawrlcan  Hanaganent 
Aasoclatlon,  deeotaa  one  page  to  the  aubjaot.  Significantly 
ha  sayai 

Developing  new  producta  raqulraa  both  Imagination  and 
Inltlntiva.  so  doaa  droning  producta  that  hava  become 


^Dfiborab  Allen 
19S7),  36,  39. 


Report  on  Product 

Poplgp.  IV.  HO.  6 


^Philip  Marvin,  'Producta  and  Profitai  soma  Baalc  con- 
eapta  underlying  Company  strategy, “ in  Daveloolno  a Product 
strataov.  American  Manageaient  Aaaoclation  Hanagamant  Report 
Ho.  39  <naw  Vorki  American  Hanagamant  Aaaoclation,  Inc., 
Raaearch  and  Davalojmwnt  Olvlalon,  1959),  p.  20. 


Tblf  aspact  of  tha  broader  naaning  of  product  plamilng 
receivea  little  attention  in  the  literature.  An  article  by 
tt.  Mandall  waa  tbe  only  one  uncovered  which  touchea  upon  thla 
P>^bl*e>.  Be  augpeats  that  larger  ccanpanlea  turn  aarginal 

the  producta.  ttie  objective  la  to  avoid  unfavorable  cuit<»ar 
reaction  which  occura  whan  producta  are  dleoontlimad,  nut- 
dell  auggaata  that  nnaller  flraa  could  handle  low-voluM  nr- 
glnal  producta  nore  profitably,^ 

The  literature  ahowa  that,  aa  might  be  expected,  the 
product  plannliig  proeaaa  dependa  upon  <1)  the  aixa  and  Qpe 
of  company,  (2)  the  ao{dilatlcation  of  the  managamt  of  the 
company,  (3}  the  definition  and  acope  of  product  planning, 
and  (4]  the  organlaatlon  for  product  planning  within  the  ccae* 
pany.  A number  of  checUlata  or  deacriptlona  of  atepa  to  be 
performed  are  provided  by  the  literature.  Alao,  ampllflea- 
tlona  of  many  of  the  varloua  atepa  are  glvan.  The  difficult 
problan  la  to  abow  the  complex  organlzatlcnal  raaponalblll- 
tlea  and  peraemal  ralatianahlpa  which  ahape  the  entire  pro- 
ceea.  Scale  fairly  cnplete  llatlngs  of  elaaenta  In  the  prod- 
uct planning  prooeaa  era  given  In  Appendix  A.  Pollclaa  and 
plana  auet  ha  foimulatad  in  the  areaa  listed  In  ordar  to 
achieve  the  corporate  ohjectlvea. 

It  must  ha  recognlaed  throughout  that  every  company 
does  not  carry  out  planning  for  every  step  and  that  the 

^Halvln  Kandell,  ‘Abandoning  Marginal  Profits  Profitably, ‘ 
industry.  LXXVIII,  Bo.  4 (April,  19S9), 


BUbBtUtlBl  lit 


wer«  uncovexBd  in  thl»  inv«*tljatioB,  tha  axanplaa  glvan  la 

la.  natorally,  eoaaldarable  ovarlapjplng . ona  baalc 
problaa  ot  aaw  product  plaaalng  brougbt  out  la  theaa  llatt 
la  cttooalng  the  ganaral  typaa  of  produota  to  ba  produced  and 
aoXd.  At  tha  next  ataga  of  punning,  thin  problea  raaolvea 
Itaalf  Into  avaloatiag  and  ealectlng  fron  anong  epaclflo  al- 
tarutlva  projecta  (or  neu  product  davalojaant.  Thla  acrean- 
Ing  proceaa  ahould  take  lato  aocount  every  aapect  of  tha 
product  which  haa  a bearing  upon  auocaaaful  ccoeerelallza- 
tlon  of  tha  product.  Alao,  the  avaluatloa  procedure,  la 
theory,  ahould  bo  conducted  contlnuoualy  throughout  tha  prod- 
uct devalopaent  parlod.  and  preaent  produota  ahould  be  con- 
tinued to  be  evaluated  agalnat  new  producta. 

The  probloB  of  evaluation  haa  been  given  a lot  of  at- 
tention In  the  literature,  suggaated  approachaa  vary  froa 
tha  purely  qualitative  to  tha  highly  quantitative  nethoda  of 
oparatlona  raaaarch.  In  between  theee  axtraaaa  are  eueh  de- 
vlcee  aa  the  profile  chaxta. 

An  excellent  exaepla  of  tha  profile  chart  la  deacribed 
by  T.  t.  Killer,  Praaldent,  Polymer  Chealcala  blvlalon, 

tore  which  relate  tha  cooawrclal,  technical,  produclblllty 

(Theae  faotora  are  Hated  In  Appendix  B without  the  detailed 


eflBltlona  provided  by  Miller.)  Bac 


r,  or  Very  Poor 


as 

cheeked  as  Vary  Good,  Good,  Average,  Poor 
colunna  oppcsita  the  faetora.  Lines  are  drawn  serlelly  frm 
one  cheek  point  to  the  next  to  produce  a profile. 

Another  good  exar^e  of  the  profile  chart  haa  been 
worked  out  by  John  Barrla  of  Konaanto  Chemical  Company. 

Harris  usee  a completely  different  eat  of  factors  and  defines 
ratings  of  -2.  -1.  +1,  +2.  por  many  factors,  quantitative 
definitions  are  given.  Appendix  C shows  the  factors  used 
and  an  ocample  of  the  rating  system  for  the  first  factor. 

A slightly  mere  sophisticated  factor  rating  and  product 
evaluation  la  provided  by  J.  T.  o 'Hears  of  scott  paper  Com- 
pany. The  author  first  establishes  a set  of  weights  for 
each  factor.  Ks  then  sets  up  five  possible  quantitative 
values  for  the  factors  to  be  Judged  upon.  Mie  big  Judgment 
step  Involved,  however.  Is  assigning  a pn*abUity  that  a 
factor  will  be  worth  each  of  the  five  quantitative  ratings. 
The  summation  of  the  Individual  probabilities  multiplied  by 
the  corresponding  quantitative  rating  values  gives  an  ex- 
pseted  value  for  the  particular  factor,  zn  essaoca,  this  is 
a utility  analyala  (in  operatlona  research  terminology) . ^ 

A project-rating  syaten  developed  by  the  Aiserlcan  Aleo- 
lac  Company  of  Baltimore  Is  useful  mainly  becauee  It  fOrcee 
managesent  to  oryetalllse  Ita  data  and  thinking  on  each  proj- 


Ijohn  T.  o'Keaca.  'Salactlng  Profitable  Products, ' Bar- 
vatd  Bnslnasa  aavlsw.  »OCIX,  mo.  1 (January-Pdoruary,  1961). 


[Cbancsa 


casa  X AanuaX  Volune  x (Frica  - Coat)  x Ufa]  i total  Coata  • 

s,  Sobalaen,  Cblaf,  Bpaelal  ;inalyala  Branch,  Plcatinny 
Araanal,  oaploya  a ataxia  laathaBatlcal  aodal  which  atarta 
with  a flrat  approxljaatloD . 

a - pT  - ct 

Hhara  a la  tha  product  value  or  daclalon-iaaklng  factor,  p la 
the  average  nat  profit  par  year.  T la  tha  market  Ufa  of  the 
product,  e la  the  avaraga  devalopneot  coat  par  year,  and  t la 
tha  nunbar  of  yaara  of  davelopawnc  regulrad.^ 

Uaaful  market  life  la  of  great  Importance,  sobalauu 
llevea,  and  requlrea  further  atudy.  ala  final  formula  can 
be  uaad  for  periodic  rating  of  a project  while  It  la  la 

T»  - T + T <1  - t / t) 

and  T la  the  actual  aairkat  life,  T tha  average,  t la  tha  ac- 
tual davalotaaant  time,  t tha  avaraga. 3 

C.  H.  Hottlay  and  D.  H.  tiewton  of  Charlca  Pfizer  a ces- 
pany  propoaa  a model  baaed  upon  flva  factorat 

1.  Prceilae  of  technical  aucceaa. 

2.  Tima  to  eoiq^latlon  from  thia  time  forward. 

3.  Coat  of  project  from  tbla  time  forward. 


Sidney  S ... 

nant.  PB  1S1$49  (Waahlngtan,  O.C.i 
PrlntU^  Office.  PeceiAer,  1958), 
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4.  Strategic  need  (nukat  demand} . 

5.  Market  gain  (accounting  for  loaees  througli  product 
replacement,  what's  the  net  market  gain  potential 
for  the  fine?). 

Vhe  authors  then  assign  a weight  from  1 to  3 to  each 
factor.  The  five  weights  associated  with  the  five  factors 
are  then  multiplied  together  to  give  a project  rating  between 
1 aivd  243.  Hottley  then  shows  how.  by  accumulating  project 
expenditures  beginning  with  projects  having  the  highest  rat- 
ing. Insight  may  be  gained  regarding  the  program  mix  offering 

Other  tediniques  Involving  mathematical  models  are  being 
developed.  ’Venture  analysis*  proposes  an  approach  baaed 
upon  modem  decision  theory  and  requires  a coaputar  to  run 
through  simple  ccnparlson  problems.^  Another  method  ap- 
praises products  on  the  basis  of  present  value  of  research 
costs.  Incentives,  and  penalties.^ 


Product  olannlng  as  nnrket  oriented.  Another  group  of 
writers  do  not  conoem  themselves  with  the  specific  aundane 
procedures  or  definitions  of  product  planning,  nxey  are  con- 
cerned primarily  with  the  consumer's  viewpoint.  Prom  this 


^C.  M.  Mottlsy  and  s.  D.  aewton.  The  Selection  of 
Projects  for  Industrial  Sasaardi,  ' Ooeratlone  vil, 

no.  6 (Kovenher-DecenheE,  19S9) . 


^Sigurd  L.  Andaraon.  "Venture  Analysle,  A rlexlbla  PLan- 
nlng  lool, * Chealeal  knglnearlno  Proarese.  bvxz.  Ho.  3 
(March,  1961TT Mr.  Anderaen  le  la  tha  knglnaerlag  services 


’’aaorge  p.  Pappas  and  Donald  S.  HacLarea,  'An  Approach 
lamroh  Planning,  - Chemical  Bnalnaerlna  Proaraas.  LVII, 
S (Hay,  1941) . Hr.  Pappas  Is  a senior  Engineer  and 

Peaearch  and  Engineering. 


broad  vlawpoiat,  baalnaasaa  imlst  think  of  thaualvas  not  aa 
producing  goods  or  asrvlccs  but  aa  buying  cuatonara.  Accord- 
ing to  8.  J.  Lsvy,  Diraetor  of  Psychological  Rssearch  for 
Social  Rasaar^f  Inc.,  tha  nanufacturar  is  Balling  syndsola 
as  wall  as  goods.  Paopla  buy  things  not  only  for  what  thsy 
can  do  functionally,  but  also  for  what  tha  goods  nean.^ 

Bvary  industry  was  ones  a growth  industry,  aooordlng  to 
Thsodora  Lavltt,  Mcturer  in  Businass  Adnlnistration,  Har- 
vard unlvaralty,  and  thoaa  that  stopped  baing  so  did  not 


ura  of  nanagasant  to  racogniza  what  tha  conauBer  raally 
naadad.  An  industry  is  not  a goods-producing  procaaa;  it  is 


Janas  Drury  is  a llttla  nora  apacific.  iop  nanagaiMnt 
is  no  longar  priaarily  oonearnad  with  how  to  produce  oooda. 
but  rathar  with  bow  to  produce  narkata. 

Today,  the  Baking  and  narkatlng  of  goods  ara  baeoBing  ao 
intazvovan  they  ara  being  racognizad  in  practice  for 
what  they  have  always  been  in  thaory— eonplanantary  parts 
of  the  productiva  process.  Engineering  know-how  produces 
a workable  product!  narketing  know-how  produces  a salable 


TO  put  it  another  way,  a product  nust 
but  right  from  tha  consuaer  vlawMlnt . 
one  thing  and  aarketing  another.^ 


3t  only  ha  oood 
Production  la  not 


^Sidney  J.  bevy,  'Sysfeola  for  Sala,  ■ Harvard  Buainasa 
Review.  XX3CV11,  Ho.  4 (July-Augnat,  199S),  117-124. 

Feodora  Levitt,  ■Marketing  Hyopia,  * Harvard  ausineas 
Reviaw.  XSCVIII,  Ho.  4 {July-August,  19S0),  45-56. 


^JaawB  S.  Drury,  *zs  Your  Probloi 
Underproductim  of  Markets?'  Advanced  k 
Ho.  4 (AprU,  1958),  26.  Mr.  Drury  is 
katlng.  Haw  York  Onlveralty. 


Alderson  say*  that  BiaBag« 


” ecological 


nteho*  for  its  product*  based  upon  opportunl^  and  effort. 

He  defines  ■opportoniigr  “ (aore  apeeiflcally  than  deitand)  as 
denand  for  the  particular  products  and  services  which  tbs 
individual  flm  is  prepared  to  provide.  The  tern  "effort' 
designates  activities  which  the  firm  puts  forth  to  serve  its 
aarketa.  effort  differs  from  “supply*  as  used  in  econonios 
in  that  effort  reUtes  to  activities  of  the  flr»  rather  than 
directly  to  goods. ^ 

Martin  Schublk,  fonnrly  at  Prlncetcsx  Unlveralty.  writes 
that  intent  is  the  operator  upon  structure  which  produces 


dividual  ai 
zatlon  and 
fires  in  tl 


adequate  theory  of  the  b^v- 
-~t  Inplicitly  reflect  oonsld- 
ths  individual  and  the  in- 


Ernest  A.  Oichter,  President,  institute  for  Research  in 
Haas  Motivations,  Inc.,  is  well-known  for  his  oontrovereial 
"Botivation  research.'  Products,  according  to  Dieter,  aust 
satisfy  psychological  and  social  desires  of  consuners.  The 
desire  for  prestige  and  isprovcd  social  status  are  exaoples 


^Alderson,  pp.  29,  3S6. 

^Martin  sobubik,  “M>J*ctlve  Functions  and  Models  of 
srate  Or^nlsetion,  • The  Quarterly  Journal  of  Bconoelcs. 
, «o.  3 (August,  1961),  354.  t .t  t 


of  such  desires,  such  desires  ebsjtge  with  tlae,  soclel  eus- 
to«B,  end  ecoaoaic  well  belns  of  the  consunera.l 

Perhajis  a good  sunmary  of  this  vlswpolat  on  the  flm's 
product  end  plennlng  is  given  by  cOisater  Hesson,  Asaoclete 
Professor  of  Bconoeilce,  Case  Institute  of  Technology.  Be 
points  out  that  the  sarketlng  of  innovations  requiras  an  ell 
too  rare  understanding  that  the  extent  end  nature  of  the  new 
product  are  not  neasurable  In  teraa  of  its  pl^sical  specifi- 
cations. The  nature  of  the  innovation  is  what  it  teas  to 
and  for  the  oustonet — to  his  habits,  his  tastes,  and  his 
patterns  of  llfe,^ 

IffliB-raage  PleiuHTw  in  relation  to  product  a 

nu>*er  of  nanagenent  writers  view  product  planning  as  a part 
of  long-range  corporate  planning,  soaietljiea  as  the  main  fab- 
ric of  long-range  planning.  In  substance,  long-range  pUns 
may  be  considered  as  projected  rasponses  to  general  econoalc, 
technological,  social,  and  political  conditions  of  the  busi- 
ness enviromsent  anticipated  at  least  three  years  and  often 
twenty  years  in  advance.  Bruce  Payne,  Presidant,  Bruca  Payne 
Associates,  lists  six  fundamental  steps  in  long-range 
plaaningi 

1.  The  coapany  must  determine  its  basic  goals  and 
objectives. 


^Ernest  A.  Dlchter.  *Nhat  Are  the  Real  Reasons  People 
Buy  Today?*  Marketing  «d.  Parker  H.  Holmes  (Cln- 
clnnatli  south-Kestem  Publishing  Company,  19«0),  Part  II, 


Journal  of  Marketing. 


on,  ■What  IS  'Bew'  MMUt  a Bew  Product?  * 
XXV.  BO.  1 (July,  1960). 


Btould  b« 


iiaSissgiLW 


ill  .-j 


Audit  of 


CCS8  and  llnltatloi 


».  Individual  op«ratlng  onlti  and  Individual  ataff 
functlona. 

b.  coapaiv  aa  a wbola. 

4.  Statanant  of  “qualitative'  objectlvaa  (atablllty, 

neu  akillB,  thiaata  to  be  countered  and  eo  on  . . .) 


1.  Product  planning  and  progranalng. 


a.  Related  to  preeent  oparatione. 

b.  rairelated  to  praaent  oparatieni 


Punotlonal  piogra 


au^ort  Phaae 


a.  Line  areaa—oparatione  and  narkatlngi 

b.  Other  araaei  R a B.  organlaatlon,  Finance.  In- 
duatrial  Relatione,  and  ao  on  . . . 


The  noat  often  nentloned  parloda  for  long-range  plana 
are  one,  five,  and  ten  yaara  in  the  future.  Here  recant  ar- 
tlelea  tend  to  mention  twenty-year  plana.  The  ninlmum  tine 
for  long-range  planning  can  ba  found,  according  to  M.  B. 
Bill,  by  looking  at  (1)  product  developDent  time,  <2)  ra- 
aourcea  develepnent  time,  (3)  market  davalopaent  time, 

(4)  phyalcal  faollltlea  daveloismt  time,  and  (5)  payoff 
time  for  capital  Inveatment.^ 

VllllBB  B.  Bill  and  ctMrlea  B.  granger,  "Long-Range 
Planning  for  Corporate  Planning  for  company  Growth, * The 
Kanaoiment  Revi»..  Uv,  bo.  13  (DecaiB>er,  1956) . Hr.  Hill 
la  Prealdent  of  william  E.  Hill  and  Coapany,  me.,  nnage- 
mant  conaultlng  firm,  and  Hr.  Granger  ic  a meeker  of  the 


3a 

Thfi  naed  toi  constant  revision  of  long-range  plana  to 
Met  changing  conditions  and  to  taka  advantage  of  nsM  Infor- 
BBtlon  la  accepted  by  most  wrltera.  these  revisions  are 
aaually  caosed  by  the  need  to  change  products  to  fit  changing 
market  ccodltions.  Martin  Mayer  stresses  that  long-range 
planning  cannot  override  the  need  for  flexlblli^  to  meet 

R.  B.  Young/  industrial  Economist  at  Stanford  Research 
Institute,  conflnu  this  thought  nore  eloquently  by  stating. 
In  effect,  that  surveillance,  sensing  opportunities,  and  be- 
ing vllllng  to  take  risks  and  to  act  to  move  the  conipany  Into 

time  abandiMing  lass  pronlsing  products  are  typical  of  growth 

intermediate-  and  ij  relation  to 

product  planning.  Intermediate-  and  short-range  planning 
ware  rarely  even  touched  upon  by  the  authors.  Either  no 
time  period  waa  mentioned  at  all,  or  else  product  planning 
was  related  cnly  to  long-range  planning. 

Product  Pl.n„>~,  ..  the  bealc  buslnase  etrafav.  Xa  the 
basic  buelnaee  strategy  based  upon  products  or  le  It  based 
upon  sons  set  of  rules  In  some  other  arena  of  the  flna'e  ac- 
tivities? The  Hanaganent  Reaearch  Departaant  of  Boos,  Allan 
a Hamilton/  a leading  management  consulting  fins,  baa 

^Ka^ln  myt,  “planned  cfiaolascencet  Rx  for  Tired 

Robert  B.  Young,  "Keys  to  corporate  Growth, “ Harvard 
Business  Review.  »OCIX,  tio.  6 (BoveiAer-IMcaiAsr,  1961). 


pSs-ISIsIg;,^ 
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aeeal«rat«d  growth  comiaaloa,  product  planning  auat  replaea 
haphazard  operation.  In  addition,  the  high  cost  of  product 
dovoloiaiwit  makes  survival  more  difficult  for  firms  wbldi  do 
not  plan  their  research  and  dsvelopmsat  and  their  marketing 
effort.  Boor.  Allen  e Hamilton's  research  showed  that  only 
one  successful  new  product  oerges  fcco  for^  new  Ideas. 

The  reaaindar  fall  by  the  wsyslds  Is  seresalag.  buslssss 
analysis,  devsloinent/  testing,  or  cennerolallsatlon. 
Throughout  the  literature,  companies  state  that  ■he’  percent- 
age of  sales  todsy  ccsm  from  products  not  produced  *y*  ysmrs 
ago.  A phsmaceutleal  firm  estimates  that  60  par  cent  or 

make  five  years  ago.  ttslneerlno  Haws  rsports 

that  'Chlorprosmzlne  which  had  100  par  cent  of  tbs  tranquU- 
laer  markat  In  mld-1954  slipped  to  about  12  per  cent  by  mld- 
1959  with  coiKpetltlon  freo  19  otbar  such  drugs."^  An  even 
more  extrame  prasantatloa  la  glvsn  by  the  Assistant  to  tha 
Director  of  Planning,  Anszlean  Machine  & Foundryi 

paw  aew-product  pcograna  ara  atartad  without  tha  Inten- 
tlmi  of  making  aonay,  yet  for  each  new  product  that  Is 
Introduced,  there  ara  500  or  more  that  never  reach  the 
market.  And  of  those  that  do,  surveys  have  ahown  that  . 
fr»  50  to  90X  are  failures  within  the  first  two  years.* 

Table  3 Indicates  Uie  predicted  else  of  the  Impact  of 

^ The  Drug  Industry,  * Chemical  a Enolnserlnc  Hews. 
XIOCVIII,  Ho.  4 (ilune  13,  19601,  106. 
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•xecatlvac  bcllara  that  good  product  planning  is  nseassary 
for  thalr  fins  to  stay  In  business  In  tba  future. 


PEPCSST  OF  SALB6  MDB  DP  OF  FB)  PS0SUCT6* 


0 ACTDM.  1964  HCPBCTIO 


Iron  a steel  

Nonfarrous  Hetals 

Haoblnaxy 

Slectrlcal  Maohlnery  

Autos,  Trucks  « Parts  .... 
Transportation  SqulESiaat  ... 
Fabrioatad  Metals  

Paper  a Pulp  


stone.  Clay  a Olass  

Patrolcun  a coal  Products  . . 

Miscellaneous  Manufacturing  . 


ALL  HAHDFACTUHinS 


10 


1% 

23 

16 


■Products  not  made  tour  years  earlier 

Sources  'All  Cranlced  up  for  a Hew  sound,  * Business 
Meek  {April  29,  1961),  34. 

Oruanisation  for  pr~«~>-* 

There  is  a considerable  variety  of  opinion  as  to  where 
the  product  planning  functicus  fits  in  the  organisation  and 
what  specific  activities  it  should  include.  The  a^roachas 
to  organisation  for  product  planning  not  neoessarily  eutually 
axcloslva  nay  be  claesifled  as  followss 

1.  The  type  of  organisation  is  not  laportanti  it  is 
the  attitsida  of  aanagsBiant  and  the  ulinate  for  in- 


Prop«r  orge 
iaportant. 


anlzatlon  for  product  planning  la  all- 


3.  Top  aanagemont  anat  play  a large  part  In  product 
planning. 

4.  Product  planning  la  handled  by  a ocomlttee  of  Ita 
functional  aanagera.  the  general  nanagar  or  top 

5.  The  Product  planning  organisation  reports  to  top 
nanagaaient. 

f.  A project  team  la  responsible  for  new  product 
planning. 

7.  Product  planning  la  aaslgned  to  one  laajor  organlza- 
tlwl  coBiponent  eucb  as  engineering,  narkatlng,  or 

B.  Product  planning  organlaation  appeara  at  both  the 
corporate  level  and  In  the  product  dapartnenta. 

9.  Product  planning  la  a major  function  of  a merchan- 
dising organisation. 

10.  Product  managers  conduct  product  planning. 

Importance  of  oraanisatloa  for  product  The 

fact  that  ae  many  different  waya  of  organising  for  product 
planning  occur  In  practice  euggesta  that  the  product  plan- 
ning organlaation  may  be  tailored  to  fit  the  individual  com- 
pany. According  to  S.  J.  McCarthy,  Asilatant  Professor  of 
Markating,  University  of  Hotre  Ztasie,  organisation  la  lut  an 
Important  factor  la  new  product  develoiaant.  A dynamic  In- 
novating attitude  on  the  pert  of  both  top  unageneat  and  the 
whole  organisation  la  needed.^  J.  T.  ooutt,  Bead  of  the  Pe- 
partawnt  of  Industrial  Production,  Kent  State  Unlverelty, 
shares  this  viewpoint  when  he  wrlteei 

^S.  J.  McCarthy,  'organisation  for  Hew  Product  Develop- 
ment? ■ ^au£Qal_s£^iislaese,  xsax,  DO.  2 (April,  1999). 


“‘Ililil:' 


aisii£”;i.:^r.=“3»‘;,’s“.r“"-  • 


ovn  business,  using  In  asny  ways  to  do  ths  increasingly 
coaplex  Job  of  creating  better  products.^ 

When  specialists  write  about  their  own  field,  they  inevitably 
cone  to  the  eonoluslon  that  their  function  should  report  to 
‘top  nanageaent."  On  this  baala,  top  nanagaaant  would  have 
reporting  to  It,  besides  the  nain  functions  of  reseerA  and 
developeient,  production,  narleatlag,  and  finance,  such  other 
functions  as  reliability,  value  analysis,  organisation  plan- 
ning, narlcat  reaearidi,  operations  research,  product  planning, 
plant  security,  anployae  relations,  etc.,  until  the  top  nan- 
agtoent  would  be  spread  quite  thin  in  carrying  out  Its  work. 
There  are  two  aaln  reasons  for  recomending  that  the  product 
planning  organization  report  to  top  management.  Tbs  first 
arises  froa  the  definition  of  product  planning  which  say  be 
used— product  planning  la  a function  which  cuts  across  aany 
or  ell  organizational  lines  and  has  responsibilities  in  sany 
areas.  The  eecond  is  that  product  planning  la  ths  strategy 
of  the  firs  and  the  foundation  of  long-ranga  corporate 

Ekeo  Products  Company  provides  an  example  of  thla  ^1- 

lototbyi 

Product  planning’s  importance  to  Ekeo  is  exemplified  by 
the  fact  that  it  is  regarded  as  a special  phase  of  aen- 
agsment.  It  is  a complsteiy  ssparate  function.  The 
vice  president  of  product  planning  reports  directly  to 
the  executive  vice  president,  as  do  the  aenufacturing 


‘-Ulen,  49. 


vlea  praatdant:,  aaX«*  vlc«  prSBidant,  and  financial  vlca 

product  pXanmna.  A ccaalttaa  la  uaad 
hare  in  tna  aenaa  of  a ooca  oz  laia  pezaanant  gzoup  of  Indl- 
viduala  with  soma  gaaazally  daflnad  puxpoae.  Zt  nay  or  aay 
not  have  daclaioa-Baklng  powara.  Soaie  of  the  exanplaa  of  the 
uaa  of  coiBnlttaaa  for  product  planning  follcMi 

Portahla  Electric  Tool,  geneva,  Illinoia,  avaragaa  one 
naw  product  a aontb.  Zt  haa  grown  frcn  a ccopany  with  annual 
aalaa  of  $257,000  and  SO  enployaea  in  1947  to  one  with  aalaa 

nlng  cantaza  azound  three  baale  eoomltteeai  Plaaning,  Prod- 
uct Evaluation,  and  product  Control.  The  prealdent  of  the 
coBgany  la  cei  Che  Product  Planning  Comeittea  which  la  the 
main  daclslon-Bakln}  body.  Product  evaluation  la  carried  out 
by  the  Product  Bvalnation  irewittee  which  than  provldea  data 
and  racomandatlona  to  the  Product  Planning  Ceamlttee.  ^ 

Anaul  Chaaloal  company  of  Marlnatt,  Hiaconaln.  at^loya 
a multiple  conalttae  ozganiaatlon  for  product  planning,  alao. 
A saw  Product  Idea  Screening  Coemilttee  la  reaponalble  for  the 
prelinlnary  evaluation  of  new  product  idaaa.  Zt  recomnanda 
further  Invaatigation  of  desirable  projecta  or  idaaa  to  the 
Product  Planning  Pollcv  coamittae.  Thla  latter  ocamlttea 

^Halcolm  H.  Smith,  'Product  Plannar  - Short  Cut  to  Zn- 
^rtapartMta^Toai^rlc,  *^in  Peveleoti^a  ^**^*”‘ 

American  Hanaganent  Acaoclation,  Inc.,  Raaaarch  and  Davelop- 
Product  Planning,  Ekco  Products  Ccopany. 

kat,  ■ Iron  Ace.  CUOaCVIII,  So.  8 (August  ^ 1961),  43-45. 


(aee  Outline  1)  le  Bade  up  o£  all  area  or  functional  heads 
In  the  organisation.  Its  cesponslhllltlea  airs  to  plan  for 
the  future  by  setting  broad  conpany  policies,  to  Investigate 
and  review  products,  and  to  sake  decisions  as  to  whether 
these  products  will  be  manufactured  by  Ansul.  Product  In- 
vestigating leans  carry  out  work  on  individual  projects  aa 
assigned  by  the  Policy  Ccoalttee.  A coordinator  of  Product 
Planning  Is  responsible  for  providing  the  'corporate  function 
of  coordination  of  Product  Planning.*  Ha  la  responsible  for 
Infonslng  and  advising  the  president  In  the  areas  of  product 
planning.  He  also  schedules  the  laeetlngs  of  the  various  rrw- 
mittees  and  ooordlnates  the  reporting  of  progress.  Be  sits 
on  all  comaltteea  concerned  with  product  planning.^ 

Ansul  Chealcal  Coopanx  Product  Planning  Policy 
Cosnlttee  (PPPC)  Description 

Sourcei  OAorah  Allen  at  al..  'A  keport  on  Product  Planning 
A.  BASIC  PUHCTIOHS 

1.  Establleh  product  pollclee,  set  goals,  and  give 
direction  on  new  product  projects. 

2.  Evaluate  and  make  decisions  on  all  new  product 
plans  and  schedules. 


The  ceonlttee  consists  of  the  president  (chalrau), 
coordinator  of  Product  Planning  (alternate  chalnian), 
Vice  President  and  the  chief  adnlnlatratlve  officers  of 
the  following  ereaei  Selee,  neeeerCh  and  Developncnt, 
Manufacturing,  and  Finance,  nia  president's  adialnla- 
tratlve  assistant  is  secretary  of  the  Product  Planning 
Policy  CoBBittea, 
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outline  1— Continued 

C.  RESFOUSIBIlimBS  ADD  SPECIFIC  FUHCTIOBS 


1.  Review  minutes  of  last  meeting. 


2.  Sccesfl  out  and  assign  new  produot  Ideas  to  PIT  or 
other  groups  or  Individuals. 

3.  Evaluate  accumulated  data  and  nsks  poll^  os  action 
tlgatlng  groups  or  Individuals. 

4.  Bstahllsh  a total  time  schedule  on  all  new  product 


5.  Hake  assignments  to  area  heads  of  their  respective 
responslbllltlSB  in  carrying  out  PPPc  decisions  ta 
new  product  projects. 

6.  Review  with  area  beads  and  C9P  the  monthly  new  pro^ 
D.  BASIC  OMAHiaATIOKAL  RELAIICa»BIP  RESPtWSISILITlBS 

1.  The  PPPC  has  sole  responsibility  for  action  and 
policy  decisions  on  ivoducts. 

2.  Since  all  area  heads  are  meters  of  PPPC  they  have 
a dual  xeaponsiblllty . 

a.  Making  the  decisions  on  new  product  projects. 

b.  Carrying  out  of  these  decisions. 

3.  Members  of  this  group  may  delegate  reeponalhllltlee 
for  (b)  above  to  their  eubordlnatea,  but  reaponel- 
bllltles  for  (a)  abova  may  only  bo  dalagatad  to  an- 
othar  mesibar  of  PPPC. 

4.  PPPC  ae  a group  reporte  to  and  le  directly  reepon- 
slble  to  the  presidmt. 


The  Bell  a Howell  Compel^  le  another 
a comlttae  abroach  to  product  planning. 


their  program  le  the  'research  board*  which  helps  gulds  new- 
product  Ideas  to  fruition.  Hsnbers  include  the  preeldent. 


charge  of  engineering, 


leturlng.  and  marketing,  the 


product  ploiuilAg 


>lty,  and 


praaidant  of  Eumfacturlng,  Thua,  all  major  oparating  dlvl- 
alona  ara  abla  to  contribute  thelx  vlawpeinta  and  partici- 
pate In  daclalona  on  naw-produet  devalopiBant.  Additional 
boarda  uhlch  exert  Influence  on  product  planning  are  tba 
aalea  analyala  rarlau  board,  tha  budget  board  and  the  nan- 
agmaent  audit  ccmiBlttee . 

A aurvey  of  executivea  of  252  firma  ebowed  that  approxi- 
mately 23  par  cent  of  thaae  aaalgnad  tha  product  planning 
function  to  ottmlttaea,^ 

Proleot  teema  for  product  piamHea.  a project  team  la 
different  from  a ccanlttaa  In  that  It  la  formed  to  accom- 
pllah  a apeciflc  taak  and  la  dia3»anded  upon  completion  of 
tha  taak.  In  product  planning,  a taak  leader  and  a ambor 
from  the  engineering,  marketing,  manufacturing,  and  finance 
areaa  might  be  appointed  to  follow  a apeciflc  new  product 
Idea  from  conception  to  comnarclallaatlcn  or  to  abandonment. 
In  aona  caaea,  a product  planner  may  lead  all  teama.  one 
advantage  of  the  team  approa^  la  that  all  functional  groupa 
partlelpate  In  product  planning  ao  that  thara  la  laae  raala- 
tence  to  recooeendationa.  Further,  tha  team  meahere  help  to 
obtain  technical  aaaletanca  frcB  their  areaa.  Like  tha  com- 
mittee, tha  project  team  gives  breadth  of  view, 

American  standard  ie  one  coa^any  which  uses  a Product 
Developaent  Coanlttee  for  dealing  with  top  managanant 

^sector  Laao  and  Arnold  Corbin,  Managamant  in  mrketlna 
(new  Yorks  McOraw-Hlll  Book  Co,,  inc.,  1961),  p.  200.  The 
195^  er  can  goien  ssoc  a 


o£  product 


deal  wltli  tiio  tochnleal  probiaas  of  product  dovelopnoBt. 

tToduot  piBwin,.  frTTiten  Tb« 

major  anphaala  or  strength  of  a eoapeny  may  ba  in  a alngle 
function  such  aa  englnaaring  and  raaaarOh.  In  auch  a case, 
the  product  planning  function  nay  be  aaaigned  to  this  func- 
tion. various  surveys  have  shown  that  product  planning  is 
looatad  in  the  marketing  function  in  from  50  to  85  par  cent 
of  companies. 

A highly  successful  company  whl^  has  placed  the  initi- 
ative In  the  Research  a Davelojoent  Division  is  American 
Machine  a Foundry,  zt  has  established  a Sew  Products  Office 
in  resear^  and  developisent  to  seek  nmtf  ideas  and  coordinate 
their  developiDent.  Ideas  passed  upon  by  the  Mew  Products  of- 
fice are  passed  on  to  a Hew  Products  Ccwlttse  composed  of 
top  managenent.  The  projects  alvroved  by  this  oonsittee  are 
placed  in  the  bands  of  rssaar^  and  davalopaent  again  for 


tned  oorporate.  Staff  t 


In  many  large  conpanles 
policy  and  general  long-range  planning  is  worked  out 
central  staff  group  reporting  to  an  executive  office 


firm.  At  the  plant  or  product  department  level,  there  mey 
be  a product  planner  who  hee  responalbility  for  more  epeclfic 


Radio  Corporation  of  America,  and  International  fiusineaa 


ooBpanlea  which  carry 


product  planning 


S3 

ooordlnats  sales,  research,  and  ■aaufacturlng  in  order  to 
li^ove  oustoner  service  and  profits  in  his  llne.^ 

Besponslbilitiea  and  relationships.  ResponslbUities 
and  relationships  for  carrying  out  product  planning  nay  be 
established  by  means  of  the  formal  organisation  structure. 
Positions  are  established  and  responsibilities  are  delineated 
In  position  guides.  Mhera  product  planning  is  vary  narrowly 
defined,  the  position  guides  will  describe  positions  which 

latlonship  problsras,  but  neither  is  a high-level  product 
planning  Job  done  unleaa  the  top  managsment  does  it  alone. 

If  a high-level  staff  position  or  organisation  Is  establlahed 
for  product  planning,  then  complex  and  often  difficult  rela- 
tionships between  thla  ataff  and  the  line  functions  must  be 
developed  Informally  on  a aatlsfsctory  working  basis.  Iha 
third  general  altemstive  of  easelttees  or  task  forces  ccs»- 
posed  of  msmbers  of  the  line  divisions  bad  much  to  recoiasend 
it  and  auffers  mainly  from  the  weaknesses  of  cosnlttses  in 
general. 

In  general,  if  the  intricate  interlocking  reaponaibill- 
tlea  of  the  many  people  who  must  be  ooneerned  with  product 
planning  can  be  defined,  the  chancea  of  a smoothly  working 
operation  ere  greatly  enhanced.  The  linear  organisation 
chart  which  tha  Klssllea  syatsns  Division  of  Lockheed  Air- 
craft Corporation  has  developed  offers  considerable  hope. 
Aaalcally,  this  is  a two-dimanaloasl  chart  with 

^"gAF  pevamps  Harketing  setup.  **  rhomHcai  afyjiBaariJw 
sews.  XX3CVI,  So.  3S  (saptenber  1,  1956) . 


xcsponslbllitleB  llst«d  vartteaUy  and  the  extant  of  respon- 
albllity  Hated  horizootaUy.  Outline  2 ebowa  the  ataln 
Itena  vertioally  with  only  iten  III  A expanded.  The  borl- 
aontal  portion  of  the  chart  la  ahown  for  Iten  III  A on  the 
aeoond  page  of  Outline  2. 

aAClualona  frOB  the  Revlee  of  the  Literature 

The  Mritera  on  product  plaonlng  heavily  atreaa  that 
producta  have  not  only  functional  charagterlatioe  but  alae 
payehologicBl  and  aoclal  eharacteTletica,  The  viewpoint  of 

aon  ia  the  laoat  articulate  proponent  of  thia  viewpoint  In 
atating  in  {articular  a Hat  of  fonaa  of  product  differentia- 
tion (aee  Oiapter  I) . Siohtex  ia  particularly  vocal  with 
reapect  to  the  paychological  and  aoclal  qualltiea  of  a prod- 
uct. Thua,  it  aeeiDa  logical  to  define  product  In  a broader 
eenea  than  In  terns  of  Ita  phyaical  and  functional  propertlaa. 
The  evaluation  of  producta  to  be  developed  reflecta  the 

native  opportunltiaa,  profit  nargln  on  individual  products, 
suitability  of  the  products  to  the  flm's  resources  and  tal- 
ents, and  nany  other  such  cbaracterlstica  are  Hated  in  pro- 
file charts  for  evaluation.  Thus,  the  producer  is  concerned 

but  also  with  a product  that  eatieflae  hie  own  neede.  The 
"product*  nuat  ba  deacribcd  In  tame  of  two  aata  of 


EStioMl  Belatioasblpa  1 
LocXhaad  Aizcraft 


owirge  A.  Etslncr  and  L.  Bugaoa  Boot,  "Llnur  Organ- 


PRBPABZBS  BECOWIBIIDATIOtlS  POR  TOP  HAKACSHEirr  00  LC«Q- 
RAOOE  OOALS,  PROCRAH  OBJECTIVES  ABD  RESOURCE  ALLOCATIOES 

A.  Hasaganant-PlanBlng  Policlas  and  AJactivas 
a.  Product  Expansion  Policy 

C.  Relationships  baCMsan  UI6P  and  Central  Corporation 

D.  LHSD  Resource  utilisation  Policy 

SERVIilS  AS  A CEWER  POR  FC«SCA6TIES  EHV1R0MMB3RAL  COOSl- 
TZ008  AS  BASIS  POR  PUUMINO 

A.  Developing  Broad  Envlxonswntal  Trends  and  Porecasta 

B.  EatabllBhlng  Basic  Asaasiptlon  for  Planning 
PREPAIIIHS  PIAas  TO  HEACB  OBJECTIVES 

A.  Mew  Product  Develoisaant 

1.  Strategy  for  preferred  areas 

2.  Measuring  new  Ideas  against  policy 

3.  Screening  for  final  reeoaaiendatlon 

4.  Evaluating  results 

B.  Abandoning  Present  Product  Lines 

C.  Ouartarly,  Seal-Annual,  and  S-year  Plnanclal 

O.  UtSO  Operating  Plans 

BVALUATmO  OPKRATIOOS  AOAIOST  PLA06  ASD  OBJSCTtVBS 


B.  Resource  Utilization 
Special  Reports 

HABRAniNS  GEBERAL  HABAGER  CHART  ROOM 


properly.  iMa 


viewpoint  of  the  bypotheela. 

Product  Planning 

Autboxa  of  booka  naturally  deal  with  product  planning 
In  greater  breadth  than  authora  of  artlclea.  Hhlla  few  booka 
have  been  written  dealing  only  with  thle  aub^ect,  the  authora 
were  extranely  foraalghted.  They  pioneered  the  trail  that 

aidered  to  be  differentiated  in  sany  waya.  Product  planning 
waa  conaldered  to  be  planning  for  all  actlvltlea  fro«  the 
recognition  of  a need  to  conception  of  the  product  and  fi- 
nally to  production  of  the  product. 

hlnoat  all  wrltera  eofihaalaed  planning  for  new  produeta. 
niere  la  little  dlacuaalon  of  planning  ahead  for  the  and  of 
a product'a  life  cycle  brought  about  by  changing  narScet  de- 
laanda,  technological  obaolaacence.  or  too  low  profit  narglna 
brought  on  by  conpetltion  froa  Inltatora  of  Innovatlona. 

In  long-range  planning,  the  wrltera  with  the  graateat 
breadth  of  experience,  the  laanagaBent  conaultanta,  focua  up- 
on planning  for  produeta  In  the  light  of  the  flna'a  re- 
Bourcaa,  future  envlronnent,  and  ecapetltlon.  In  the  uaual 
neanlnga  of  the  terma,  long-range  planning  la  product  plan- 
ning and  hence  product  planning  la  the  atrategy  the  flm  «■>- 
ploya  to  achieve  Ita  objeotlvaa.  All  functlona  mat  he  pro- 
graxwd  to  aynCbroniae  with  product  developnent. 

That  product  planning  la  conaldered  to  be  the  beaic 


■trategy 
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first,  s nUBibsr  of  sutbors  state  this  elation  explicitly. 
Second,  product  planning  on  a long-run  basis  Is  said  to  bo 
the  requirement  for  survival  and  growth  of  the  fim.  Third, 
product  planning  is  usually  conducted  by  top  level  line  and 
staff  personnel  in  the  fim.  In  this  latter  connection,  al- 
nost  all  articles  dealing  with  organization  and  laplasenta- 
tien  of  product  planning  were  case  reports  by  aotual  parti- 

It  can  be  concluded,  therefore,  that  both  theorists  and 
practitioners  agree  that  planning  for  the  synchronised  crea- 
tion, production,  and  marketing  of  products  Is  the  strategy 
by  means  of  which  the  firm  seeks  to  scbievs  its  objectivaa. 
Stratsgy  ia  tha  ovarrldlng  long-range  plan.  Intansediate- 
and  short-run  planning,  while  rarely  dlicuesed,  represent  a 
detailing  of  the  early  part  of  the  long-range  plana.  Except 
for  a fcM  articlee  whl^  Imply  profit  planning  is  ths  strate- 
gic concept,  all  the  rasmlnlng  literature  supports  the  faypo- 


etrategy 

The  definition  of  strategy  whiA  ie  proposed  to  make  the 
hypothesis  more  explicit  la  supported  in  general,  and  is  not 
contradicted  in  particular,  by  tha  llteratura.  The  litera- 
ture stataa  that  long-range  planning  focusad  on  products  is 
ths  stratsgy  of  the  firm,  that  plans  should  be  continuously 
reviewed  as  new  information  becomss  avallabla,  that  the  firms 
must  act  in  a world  of  competitors  joined  together  In  trade 
■seocietioas,  and  that  much  of  the  future  is  uncertain. 


CSUTEli 


of  eaployMDt  with  th#  conpany  aorvod  in  tying  togather  tha 

The  eaae  study  of  Corning  cUas  Works  wea  baaed  upon 
two  interviews  with  the  Plrector  - Product  Planning  for  the 
company  and  internal  and  external  publications.  Tha  method 
of  obtaining  the  interviews  was  almilar  to  that  for  Oaneral 
Electric.  The  interviews  lasted  about  two  hours  ead>.  A 
tour  of  the  Coming  Slass  Center  was  also  helpful  in  gaining 
an  understanding  of  the  conpany  and  its  products. 

Tha  case  study  of  Randao  systana  was  based  upon  a num* 
bar  of  informal  ccsnraraatlona  which  the  author  had  with  the 
President  and  caiief  Engineer  of  Bandac  systems  during  the 
author's  caiployment  with  tha  company  as  Manager  of  Marketing 
Eeaearch. 


Bsaults  - Benersl  Ileotrlc  Cos 


Allen.  Avon  plelshman.  and  Jane  Flake  Mltarachl  prepared  an 
article  on  product  planning  entitled  ‘A  Report  on  Product 
Planning  in  American  Businaaa.'  According  to  this  article, 
the  history  of  product  planning  begins  with  the  General 
Electric  compare . 

once  tha  firm's  expansion  was  a aljapic  corollary  of  in- 
ventions In  the  researdi  laboratortaa  and  anglnaarlng 
dapartaents.  But  today,  o.B.  looka  ahead  to  change,  di- 
veraificatlon,  plant  investment,  and  the  future  In 


generaX,  ^ough  a new  aet  of  fiel<t  gXaaeeai  prodoct 
planning. X 

oeneral  Electric  bas  prepared  an  elaborate  eet  of  notea 
for  Ita  coopany-wide  courae  on  produot  planning.  The  Product 
Planning  Courae  book  containa  about  eixty  caaea  drawn  froa 
the  actual  experieneea  of  managera  of  product  planning 
throughout  General  Electrlc'a  decentralized  product  depart- 
nenta.  The  oourae  naterlal  without  the  caaea  haa  bean  put 
in  the  form  of  a booklet  of  about  100  pagaa  entitled  'Intro- 
duction to  Product  Planning.*  according  to  thia  booklet 
(p.  xill),  in  Decenbar,  1954,  the  Marketing  sarvicea  of  Sen- 
ezal  Electric  fomulated  the  follewing  definition  of  produot 

Product  planning  ia  the  contlnuoua  proceaa  of  fully  In- 
veatlgating  the  planning,  the  timing,  the  pricing,  and 
the  aarvlclng  required  to  add  the  new,  dlacontlnue  the 
undeaired,  and  nalntain,  nodi^,  and  ijaprove  the  exlatlng 
produota,  ao  aa  moat  profitably  to  seat  Marketing  naeda 
and  to  Justly  the  manufacture  of  thaae  preducta  by  the 
Ccspany.  This  proceaa  la  carried  out  by  analyzing,  or- 
ganizing, and  coablnlng  relevant  facta  aa  to  the  product 
and  related  company-wide  Interesta  (Including  every  func- 
tional consonant)  to  obtain  operating  agreenente  and 
aanageaent  declalon  for  required  product  programe  end 
each  product's  total  ccnpoaltlon.  This  procese  eiAracea 
the  business  and  requires  understanding  and  cooperation 
of  all  funetlonal  cceiponents . Accountability  for  it 
rests  with  the  general  manager  while  Integrating  reepon- 
elblllty  la  vaated  In  the  marketing  oonponent. 

Although  an  explicit  mention  of  the  need  to  discontinue 
undeslrad  products  la  made  In  the  above  definition,  the  work 
elenenta  in  product  planning,  as  Identified  Marketing 


^Allen, 


S"£1EF  “ «"“»“»»T2:‘:.s.‘s  z^fit 


S.  Hanufactiurlng  studiaa  tba  aarkatlng  and  englnaazlng 
data  and  daternlnaa  the  laanufacturlng  reaoureea  and 


7.  fxoduct  Planning  deteralnea  the  aarketlng  reaoureea  and 
tloi^e^lred  on  the  baala  of  engineering  and  aatnufac- 

8.  Ml  facta  are  then  aufenltted  to  the  financial  organlaa- 
tlw  uhleh  preparea  a report  on  coat,  projected  voluae, 

9.  the  Manager  of  Marketing  revlcwa  thla  report,  and  If 
the  product  looka  worthwhile,  he  aenda  It  to  be  re- 
viewed by  the  Oeneral  Manager  and  the  other  fvuaetlonal 
loanagera.  They  decide  whether  to  go  ahead. 

10.  Bnglneera  atart  to  deelgn  a product  which  noat  cloaaly 
neeta  the  market  requlremanta  at  thla  time,  h modal  la 
built  and  aanplee  than  built  for  field  teetlag. 

11.  Product  Plannera  review  the  aample  product  with  Salea, 
Product  Service,  and  Advertlalng  people  and  arrange  for 
Inatallatlona  In  actual  user  locatlona  to  find  cuatom- 


12.  After  all  data  arc  in.  Product  Planning  decldee  If  the 
product  la  ready  to  market.  If  It  la,  manufacturing 
preparatlona  are  made  and  all  product  information  and 
data  la  turned  over  to  the  marketing  groups  Involved 
with  thla  regular  marketing  functions. 


The  Medium  AC  Motor 


Electric  produces  and  markata  lines  of  ISO  to  5,000  horae- 
power  induction  and  synchronoua  madiinas.  Although  motors 
Bight  ba  thought  of  aa  producta  in  which  laprovanants  cosie 
alowly,  they  are  neverthclees  ausceptlble  to  major  advance!. 
"Blue-al^''  thinking  has  resulted  In  the  new  allloon  reotl- 
flera,  canned  rotor  and  aleotrcoagnetlc  pumps  fcr  atomic 
power  plants,  brushless  exciters  for  aynchrMous  machines, 
and  the  thermotector  motor  protective  device  to  take  a motet 
of  the  line  on  the  baala  of  rata  of  tse^arature  rlaa. 

In  thla  particular  departmant,  the  Manager  - Marketing 


& Product  Planning  atated 


Zdantlfy  msEketB— whnre  th«  ar«,  whlcli  to  caltl- 
vat«.  size  ud  potzntUl. 

Selact  oal«s  channels. 

Pornulate  pollciea— aalee.  price,  dlatrlbutlon.  ad- 
vertising, eervlce,  nazkctlng  personnel. 

1.  nOEUCT  PLAUS  AND  PROGRAMS 

Specific  Bodels,  tine  schedules,  product  size,  ca- 
pacity, range,  style  appearance,  quantity,  prices 
discounts  conditions,  terns. 

4.  I«STER  SAlfS  PLAH^ 

The  Industrial  Design  report  goes  on  to  point  out  Chat 
before  World  War  ZZ,  buslnesasa  vhloh  were  based  on  tacbnol- 
ogy  could  place  emphasis  on  Jjgw  to  nake  products,  not  what 
to  make.  After  the  war,  the  business  climate  changed,  and 
Cordlner  concluded  that  General  Electric's  relationship  to 
the  market  had  to  be  systematized  on  a long-range  basis.  As 


the  authors  point  outi 

It  was  not  enough  for  salesmao  or  engineers  to  find  out, 
or  prejudge,  whet  the  customer  might  buy.  That  Judgnott 
needed  to  be  based  on  the  broadest  thinking,  and  it 
needed  to  be  organized  eo  Cbat  Engineering,  Reaearch, 
Finance  and  Manufacturing  could  participate  In  this 
broad  corporate  goal.  Thla  was  Marketing)  It  wee  no 
longer  celling  goodi,  but  an  Integrated  function  that 
concerned  Itself  with  the  whole  cycle  of  producing  goods 
to  meet  the  laarkct.  And  since  this  was  an  Interd^art- 
nental  activity.  Marketing  needed  someone  to  take  tte 
responsibility  for  bringing  tbst  Integration  about. ^ 

When  cordlner  reorganised  General  Electric,  be  set  up 
three  Qrpee  of  organlsatlonsl  groupa. 


with  long-range 


e,  and  ccmtrol  Marketing  In  Tour 
Review  (.luly,  1953) . 


pw>pl«  sIctUed  la 


■peolallat"fSctlaiiB.  ** 

Zt  waa  Marketing  Ssrvlcea  In  General  Electric  whl*  set 
up  a andel  for  a decentralized  marketing  organisation  to 
ault  any  part  of  the  company.  In  1955.  the  Marketing  Sar- 

of  product  planning.  Vhua  Cordlner  took  the  vise  that  new 
organizational  concepta  were  required  to  meet  the  changing 
tUaaa.  with  the  new  loarkctlng  concept,  the  marketing  man 
would  have  reaponalhlllty  for  participating  at  the  beginning 

grate  marketing  Into  each  phase  of  the  business  and  would 
establish  for  the  engineer,  the  designer,  and  the  aanufac- 

oct,  what  price  be  would  pay,  and  where  and  when  he  would 
want  it.  Marketing  would  have  authority  in  product  planning, 
production  scheduling  and  inventory  control  as  well  as  sales, 
distribution,  and  service.  The  purpose  of  this  ccacept  would 
be  to  fix  responsibility  and  yet  permit  greater  flexibility 

General  Electric  la  Its  earlier  days  had  coaoaatrated 
on  advancing  te<d)nology.  It  did  such  an  excellent  la 
this  area,  however,  that  too  many  products  ware  Introduced 
far  in  advance  of  cuatcBars'  deelraa.  (An  exasg^le  of  such  a 
product  was  the  hone  workshop  which  was  Introduced  In  the 
thirties.)  AS  basic  needs  becaae  satisfied,  however,  the 
custceiere  became  more  selective  Ih  what  they  wanted  and  how 


they  would 
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BO  that  eoapwitlon  lacrsaaed.  it  vaa  In  thia  cllaate  that 
cordlnor  recognised  the  need  for  a narketing  concept  which 
would  Include  all  actlvltlea  Involved  la  planning  and  dis- 
tributing products  to  the  custcBBsra.  Be  first  Introduced 
thia  concept  In  1948  in  seven  General  Electric  affiliates  by 
establlahlng  Product  Planning  cooponenta  in  each. 

The  fact  that  the  product  planning  function  Is  located 
In  the  narketlng  organleation  In  the  product  departaents 
shows  that  Geaeral  Electric  believes  that  product  planning 
nuat  be  narket  oriented.  According  to  the  Manager  - Market- 
ing a Product  Planning,  careful  consideration  should  be 
given  to  (1)  the  aarketa,  (2)  conpetitlon,  and  (3)  the  In- 
famal  strengths  and  weaknesses  of  the  business  itself.  In 
considering  the  laarkets,  the  total  narket  of  the  business 
should  be  divided  Into  groups  composed  of  Industries  or  cus- 
tomers with  like  regnlrenoitB.  The  facts  about  each  of 
these  divisions  Indloate  how  they  can  be  approached  most  ef- 
fectively. Questions  auidx  as  the  following  should  be  care- 
fully considered.  One  of  the  greatest  values  of  business 
planning  oomes  from  thia  freah  look  at  old  eubjaotsi^ 

1.  Hhat  la  the  price  altuation  in  thia  market?  le 
there  something  ipeclal  about  the  cuatoswrs'  re- 
galroeents  or  the  way  he  buys  or  the  product  he 
buys  which  make  this  situation? 

2.  Hhat  are  the  requlroDents  for  product  design?  stan- 
dard producta  or  apeclal?  cloaely  or  loosely  Inte- 
grated with  the  driven  equipment?  Bow  do  the  cuato* 
mers  evaluate  quality?  Reliability?  slse?  Appear- 

^Hotei  given  to  the  interviewer  by  Manager  - Marketing 
and  Product  Planning,  Medium  AC  Motor  Department,  General 
Electric  company. 


3.  Hhat  Uadfl  of  sarvle 
■ystaais  angiaaarlng 
it  ba  ttaXcsawd?  Hofc 
Hhat  are  the  require 
aala? 


a do  the  cuatenere  require?  la 
aaalatance  xaquired7~oz  would 
mob  application  anglnaering? 


4.  ffhat  kind  of  aalea  approach  aucoaeda  beat?  Hhat 
kind  of  aaleaxen  ahould  be  uaad?  xe  eoaatant  con- 
tact required  or  only  occaalonal  contact?  In  qan- 
eral,  where  in  tba  cuatoaer'a  organizatlcna  ia  tha 
point  of  anat  Influance?  Hhat  la  ralatlonahip  of 
Purchaainq  Department  with  Snglneerlnq? 

5.  Hhat  are  the  knflrlng  bablta  of  the  Induatry?  Sinaia 
supplier  or  several?  Bow  does  an  *ouf  gat  'in'? 
Are  annual  comltmenta  involved?  Large  blocks  of 
business  or  frequent  smaller  purebaaes?  Sealed 
bids?  Evaluated  prices?  negotiated  prices? 

6-  “bat  are  the  ce^iany'e  trade  relations  with  this 


7.  Hhat  are  the  other  special  features  of  this  Mzket? 
Hhat  trends  are  dlscemable?  Are  contractors  Miter- 
ing the  picture  for  instance?  Is  there  a trend 
from  quality  to  low  price?  Is  there  a trend  toward 
integration,  particularly  with  Bator  aanufaeturers? 


8.  Are  new  soK>liers 


they  doing  it? 


9.  Orapti  tha  estimated  total  available  business  In 

this  market  area  for  the  past  tan  years  and  for  the 
next  ten.  (Trends  are  nare  Important  than  absolute 
figures.]  Also  graph  estimates  of  the  share  ob- 
tained by  each  major  producer  for  the  saoie  period. 
Axe  relative  posltione  changing? 


After  having  thought  about  a market  segment  sufficiently 
to  answer  these  quastlons,  and  others  that  might  be  per- 
tinent to  a particular  market,  it  is  likely  that  ideas 
would  have  occurrad  that  can  bo  used  in  answering  Mie 


10.  Hhat  nw  or  different  things  might  we  do  to  Improve 
our  approach  to  this  market  and  our  share  of  the 

A description  of  each  ujor  competitor  should  be  pre- 
pared. There  ahould  be  particular  enipbasls  on  finding  out 
what  things  cause  him  to  react  or  act  this  way  rather  than 


are  facts  about  this  cMq?etitoz 
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hi*  organlsatioB,  hi«  prodncta,  his  ljuge,  trsda  ralatlona, 
ate..  Which  nay  halp  or  harm  hln  in  any  of  tha  wirket  area*, 
thaaa  ahould  be  carefully  analyzed  and  recorded.  It  la  Iok 
portent.  If  poaalbla.  to  charaoterlae  tha  over-all  atrataglea 
of  each  coapetltor.  It  aleo  la  Ijipartaat  to  conpara  tha 
growth  trend  of  aach  omzpatltor  with  that  of  the  flrx. 

Finally,  with  raapact  to  tha  deaorlptlon  of  tha  atrengthe 
and  waataiaaaaa  of  tha  flra,  aajor  faeeta  ahould  ba  aalacted  ao 
that  the  fim'a  profile  can  ba  coapared  with  tha  oaapatltor*' 
profUaa.  Infomatlon  on  ccnpetltora  la,  of  courae,  uaually 
United  to  certain  major  itana.  stur^  of  datalled  atrngtha 
and  weakneaeea  of  the  bualnaaa  la  batter  delayed  until  after 
the  atrategy  or  ‘direction*  of  the  bualnaaa  haa  bean  datar- 
iDlned.  The  Manager  - Marketing  a Product  Planning  pointed 
out  that  an  elaborate  laboratory  and  large  expanditurea  on 
new  product  reaeerch  night  be  a ‘atrengtb*  If  the  fizia'a 
atrategy  wae  to  capture  aarket  poaltlon  and  cenand  pranlun 
prlcaa  through  etatlaual  product  innovation.  Bewaver,  It 
could  be  a waaknaaa  if  the  atrategy  were  to  duplicate  the 
innovatlona  of  othera  and  concentrate  on  low  manufacturing 

tiorw-rartge  Plannlna  tn  relation  to  nroduct 
Long-range  planning  for  produota  for  the  coopaiv  aa  a whole 
nay  extend  aa  far  aa  twenty  ysara  into  tha  future.  Tha  uaa 
of  Btotalo  energy  and  tha  converelon  of  eallne  water  to  freeh 
water  are  eaaaa  in  point.  Five-  and  ten 
made  on  a regular  baale  annually. 


t-year  forecat 


the 
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The  fundamental  baela  for  long-range  planning  la 
eyntheala  of  foreeaata  by  dapartawnta  with  reapeet  to  prod- 
neta,  natketa,  and  aconoolc  condltlone.  Long-range  plana 
are  worked  op  ky  the  Departnent  Managera  for  their  producta 
once  a year.  A forsal  preaentatlon  la  made  to  the  Olvlalon 
Manager,  neiAera  of  the  Preiident'a  office,  and  other  Invited 
enecutivee.  Thla  la  called  the  Annual  BualnaaB  Bcvlew.  The 
general  procedure  in  long-range  planning  la  for  the  Pepazt- 
aent  General  Manager  and  bla  four  line  nanagera  reaponalble 
for  Marketing,  mglneerlng,  aanufacturlng,  and  finance  to 
review  flrat  of  all  new  developemta  at  the  keaaarch  Labora- 
tory and  General  Engineering  Laboratory  to  obtain  new  Idaaa. 
The  Conaultant  - Product  Studlea  ranked  internal  aouroea  of 
nm  Ideaa  In  only  third  place,  however,  according  to  the 
followings 

SQurcea  of  new  Ideae  Bank 

Doneatlc  coapctltlve  aourcea  1 

Internal  Pepartnent  and  uboratorlea  3 

cuetmaera  4 

General  Electric  la  trying  to  do  a avre  aclsntlflc  Job 
on  long-range  planning  than  alaply  extrapolating.  Along 
with  the  laaeeive  detailed  planning  tlat  goea  into  long-range 
plana,  aonie  general  thoughta  that  aroae  with  reapeet  to  In- 
duatrlal  diamond  making  wera  aa  follcwas  Hben  will  pe  Beara 
try  to  run  ua  out7  Can  we  keep  ahead  of  then  by  technologi- 
cal develoiBBnta?  How  about  local  oaBgsatitlon— aay  Horton 
Caxborundun?  can  we  keep  ahead  of  then  and  Maintain  a good 
abate  of  the  market?  Mbo  elae  may  coma  Into  tba  market? 
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l«a9-range  foreoaata  by  tha  Hadlua  AC  Motor  and  oanaxa- 
tor  DepaztBeat  are  prepared  for  a period  of  five  years  in  the 
future.  The  lonp-range  forecaat  la  made  once  a year.  The 
forecast  Is  baaed  upon  anticipated  bualasas  oondltlona  as 
projected  by  the  corporate  Marketing  services  and  the  Appara- 
tus sales  Division,  for  the  long-range  plana,  a narket  fote- 
oaat  of  each  line  Is  developed,  and  budgets  are  prepared. 

Bach  line  is  oonsldared  in  detail.  By  definition  here,  a 
line  ocnalsta  of  one  psoduct  with  Its  varlatlcne. 

The  procedure  for  long-range  planning  as  given  by  the 
Manager  - Marketing  4 Product  Planning  la  as  follcwa.  Long- 
range  forecasts  of  business  conditions  for  the  Bediun  Ac  ao- 
tor  Industry  ara  first  made  by  the  isarketlng  and  product 
planning  organisation.  Hext.  this  group  gathers  Inloraatlon 


nisatlnns  and  top  mb 
a this  dsta,  long-rangs  plans  a 


other 


troa  the  englnee 

lated.  The  next  step  le  a meeting  of  key  personnel  troa  all 
functions  and  the  Oenezal  Manager.  At  this  aeetlng.  the  pre- 
llnlnary  plans  are  reviewed,  declsloia  msde,  and  new  idaac 
ara  preaented  for  acoeptance  or  further  Inveatlgatlon.  After 
thle  meeting,  the  Manager  - Marketing  4 Product  Planning  con- 
ducts further  studies  ss  required.  At  the  sane  tine,  the 
Manager  - Budgcte  and  Heasurancnts  reviewe  the  plans  tor 
oosts,  financing,  aunpcwer,  etc.,  In  order  to  check  major 
laroJactB  and  baneflts.  A typical  planning  form  has  ths 
headings  shown  as  followss 


HkJOR  FftOQBAHB  KK  LOBS'MUIGS  BSBB7ITE 


Inati-  Progxan  declination  Total  Effect  on  net  Incoae 
tuted  and  pursnee  coct  1962  1963  1964  Later 

of  net  Incoae  for  beet  year  a\ibaeqaent  to  1964.  For  Internal 
uae  mtbln  Harkatlag  n Product  Planning,  detalla  of  ea<d>  pro- 
ject are  prepared  whlob  inclnda  the  engineering  apj^oadi,  the 
adMdula,  a^^endlturaa.  and  anticipated  beneflta.  Tbaae  de- 
talla  are  kept  aa  e peraanent  record  for  nae  In  Boaaurenent 
and  evaluation,  ht  the  annual  neetlnga.  develOfnent  authorl- 
catlons  for  engineering  work  are  reviewed  aa  wall  aa  any 
large  narketlng  aurveya  or  projeeta.  The  long-range  bualneaa 
planning  cycle  etarta  In  April  or  Kay  for  the  five-year  pe- 
riod cowffenclng  with  the  following  calendar  year. 

■latmedlnte-  and  ahort-raaoe  Dlanalno  in  relatUn  to 
product  Planning.  The  declelon  by  Oeneral  Electric  to  expand 
a product  line  la  uaually  nade  about  three  yeara  In  advance. 
Saplcmantatlon  aaiet  atart  about  one  to  two  yeara  la  advance 
of  putting  the  producte  on  the  narket  at  a nlnliaun  lead  else. 
Short-  and  Intenaedlate-ranga  plana  are  reviewed  and  ravlaed 
every  three  to  elx  aontha,  depending  upon  the  product.  For 
aodel  changae  only  aa  In  the  caaes  of  radio,  televlelon.  and 
appllancea,  for  example,  new  aodela  are  introduced  every  year 
and  the  planning  lead-time  varlea  according  to  bow  long  It 
takas  to  develop  a new  modal. 

In  developing  the  product  and  chedclng  the  market,  prd>- 
ablllty  sample  eurv^a  are  rarely  need.  For  an  industrial 


flU  be 


plant  and 


goods,  saapL 


Coaaultatlc 


Slactxio  1a  1952  and  ccoplatad  by  tha  Aocounlilng  fiarvlcaa  Dl- 
vlBlon  in  1954.  % abort  brochara  antltlad  “Sxcarpta  froa  tba 

Haaaoranenta  Projact*  waa  praparad  free  material  taken  exam 
tha  coiqplata  report. 

TUB  brochure  ehowa  what  araaa  canaral  Electric  conald- 
era  Important  in  Ita  operatlona  and  ita  planning  ainea  It 
ahewe  the  areaa  aelected  <or  naaeuraiBent.  aa  a raault  of 
thia  atui^,  Seneral  Electric  came  up  with  eight  ‘Ray  Raault 

To  check  whether  a toitatlva  area  waa  aufflclantly  baalo 

applMt  "Hill  ^t^^'^fU^ra^’thia^ari^P^rat* 
tha  attainment  of  aanagement'e  reaponalbillty  for  advanc- 
ing Oanaral  Electric  aa  a leader  In  a atrong,  ccopeti- 
tiva  econaqy.  even  though  reaulta  in  all  other  Kay  Raault 
Araaa  are  good?  Tha  raault  of  thia  evaluation  produced 
tha  following  Key  Beault  Araaa. 

1.  PEOfltafalllty  (financial  return) 

2.  Market  Poaltion 

3.  Productivity  (affective  and  balanced  utillaatlon  of 
men,  capital,  and  raw  autarlala) 


S.  aeployee  Attltudea  (Including  Nanagara  and  Spaciallata) 

7.  Public  Reaponalbillty 

8.  Balance  between  Short-Range  and  Long-Banga  ooala 
it  la  intareatlng  to  note  at  this  point  that  three  of 

thaae  Key  Beault  Araaa  bear  directly  upon  product  planning 
in  the  aenae  that  General  Electric  uaaa  the  tern.  These  are 
Market  Poaltion,  Product  Laaderahip,  and  aalanca  between 
Short-Range  and  Long-Range  Goals.  With  raapact  to  Market 


Product  Leadership 
Peraonnal  Oevelopment 


(managerial  and  Epecialiat) 


Market  position  measures  t 
products  and  servicee  by  t 
the  value  placed  by  the  ma 
of  the  company's  products, 


cceptance  of  a company's 


distributing  and 


that  I 


Tb«  CoBt-Volmae  L«ad»r  who  diverts  his  engineering 
effort  towards  cost  reduction.  Be  will  have  a high 
Investaent  In  nanufacturing  and  will  place  heavy 
ea^als  on  marketing  large  quantities. 


3 . The  Qualltv-Voliune  Leader  Is 
leadership  In  a high  volume 
eons  pricing  Independence. 


heavily  In  quality 
and  thus  achieves 


once  the  Master  Btrategy  has  been  established  and  the 
charaetarlstlcB  of  the  narScat  and  the  competitors  tabulated, 
the  firm's  strengths  and  weaknesses  can  be  analyxed.  Heak- 
neeses  and  strmgths  exist  only  In  terms  of  relative  ability 
to  serve  the  market's  needs.  Thus  a strength  la  only  a 
strength  If  no  one  else  has  It  to  the  same  degree. 

'Specific  strategies’  are  policy  statements  stating 
what  direction  the  business  will  follow  In  each  of  a nuidser 
of  declalen  araas.  specific  atretagiea  ate  uaually  deelgned 
to  capltallae  on  opportunities  and  overcome  weaknesses. 
Poselbla  areas  for  specific  strategies  aret 

1 . Product  dcvalopaient 

2.  Quality 

3.  Paollltiea,  methods,  systaos  and  procedures 

4.  Promotion  and  distribution 

6.  organisation  and  personnal 

7.  Exploratory  work 

Irmg-range  forecasts  should  be  s ccaiplete  statoent  of 
probabla  resulta  of  the  business  and  should  provide  a stan- 
dard for  measuring  both  tha  planning  and  the  Inplementatlon. 

famarfnee  of  product  olennln,,.  hnportance  of  prod- 

uct planning  In  General  Electric  Is  shown  by  the  fact  that 


Elaotzlo  has  don*  such 


that  the  president  of  the  oa^any  baa  been  InfluMitlal  In 
Inpleneatlng  It.  General  slectile  baa  eatabllshad  foenal 
product  planning  organisations  at  both  the  corporate  and 
produot  department  levels.  In  addition.  General  Electric 
has  developed  a ccsaprehenslve  course  in  product  planning  to 
train  product  planners.  All  these  facts  indicate  that  Gen- 
eral Electric  believes  product  planning  is  a requirement  fox 
successful  operation  of  Ita  business. 


grcanlsatlan  tor  product  bUmUm 

General  Electric  Company  was  ranked  ae  the  fourth  larg- 
est industrial  corporation  in  the  United  states  (on  the 
baels  of  sales  volume)  In  1958,  1959, ^ and  19602  and  billed 
over  four  billion  dollars  worth  of  goods  In  1960.  The  avex- 
ags  nuiftier  of  amployses  totals  over  250,000  located  all  over 
the  world.  Its  slogan  of  'Progress  is  oar  Heat  Important 
Product'  has  typified  all  activities  of  the  from 

products  to  ressareb  la  managmaant  techniques.  The  diverel- 


sold  by 


ry  of  products  s 

ACCESsonr  b 
DBPABIKEWr 
Bridgeport,  connectlc 

AIR  oaionioRws 


*yler 


s range  as  shown  by  the  sum- 
rketing  organisations  belowi 


3.  APPABATOS-IEDUSTRIAL  SALES 
OPERATZOI  OR  ELECntlO 
UTZLITV  SALES  OPERATIOB 
Schenectady,  Haw  York 


^'blractory  of  the  500  Largest  mduetrial  Corporations, ~ 
Fortune.  UCIX,  bo,  1 (July,  1960),  132. 

^Directory  of  the  500  Largeet  Induetrlal 
Fortune,  aav.  Ho.  1 (July,  1961),  168. 


4.  C0HHE8C1U.  EQUIFKBSI 
DEPABTKEtIT 

Chicago  Beighta,  XlllBola 

5.  COWOKChTlOit  i>SODUCT8 
DEmtmBm 
lynChhurg.  Virginia 

6.  COMPUTES  DEPASTKBST 
Phoenix,  Arlaoaa 

7.  COtnXTT  PBODUCT6 
DBPARTHEBT 
miea,  Ohio 

e.  POUHDFE  DBPASIMara 

Schcnaotady,  paw  7ork 

9.  GBHSUU,  EI£CTSIC  SUPPLY 
COMPASY  DIVISIOS 
Bridgeport,  CoBnaetlcut 

10.  HEAVY  MILZTAIIY  ELEC- 
TIUMIC6  DEPBKmEn: 

11.  XHSUIATIK3  KATatlXLS 
DEMKTHBBT 

12.  LUIIBATBD  PMOOCTE 
nPARTHBIFT 
Coshocton,  Ohio 

13.  LAMP  6IASS  DBPAKIHEtfl 
Hllloughby,  ^lo 

Tbs  ccopaay  Is  organized 
slblllty  aa  much  as  poaalble 


14.  LAMP  KEVALS  AW)  COHPO- 
liEHTS  DEPAKTHEm 
Cleveland,  Ohio 

15.  LAKOS  LAMP  DEPABDOarT 
Cleveland,  cSilo 

16.  MBUATUIIB  LAMP 
DEPAKIHEtfr 
Cleveland,  Ohio 

17.  PHOTO  LAMP  OSPARnoan 
Cleveland,  C4ilo 

le.  POHBR  TUBE  DEPAETMEMT 

19.  SXLICOtB  PBODUCTS 
OEPABTHEHT 
Hatertord,  Bew  York 

20.  TBCHBICAL  PBODUCTS 
0PEBAT20HS 

DEPABTMEBT 

Bridgeport,  Connecticut 

22.  HIRIlfO  DEVICE  DEPASmBBT 
Providence,  tibode  island 

23.  X-BAY  DEPABTHSHT 
Kllwaukee.  Wlacossln 


and  to  Binlnlze  the  nunber  of 


layers  of  aanageoant.  The  hiararcby  Is  as  folloesi 

Presldenfa  office  consisting  of  the  President.  Vice 
President  and  group  Executives,  and  Services  Vice 
Presidents 


Division  Vice  Presidents  and/or  Snup  deneral  Managers 
DepartBSBt  General  Managers 


section  Managers 
Unit  Managers 

Functional  Individual  Contributors 


« 

There  wy  be  either  a Subaeetioo  or  sobunit  Manager, 
but  In  general,  there  are  not  nore  than  eeven  etepa  frcn  the 
Individual  worker  at  the  botton  of  the  hierarchy  to  the 
Prealdent.  The  bade  buelneea  reeponalblllty  Ilea  with  the 
Department  Manager  who  le  raaponeible  for  the  profit  or  loea 
of  what  Is  eaieotlally  a oonplete  and  Independent  business. 
Be  has  avaUable  to  hie  the  powerful  tools  and  knowledge  de- 
veloped and  accuBulatad  by  the  Services  which  conduct  re- 
search In  the  frontiers  of  aarketlng,  engineering,  basic 
scientific  research,  sianufacturlag,  and  nanagement.  Ihe  Ser- 
vices are  generally  headed  by  Vice  Presidents  who,  like  the 
Oroup  Vice  Presidents,  fom  part  of  the  Executive  Office  of 
the  President.  Recent  and  rapid  organizational  shifts  have 
occurred  In  the  past  year  to  lead  to  tightened  control.  The 
Operating  Divisions  report  to  the  Chief  Executive  and  the 
ChaiTBan  of  the  Board.  The  services  report  to  the  President 
of  the  company. 

The  President's  office  has  the  respcnslblllty  for  eetab- 
llehing  cempletely  new  budnessee  or  dropping  off  old  busl- 
nesees.  The  Oroup  sxecutlvee  any  create  budnesees  (Depart- 
■ents)  which  fall  within  the  scope  of  their  charter  to  oon- 
duot  budnces  In  a certain  general  area. 

The  DepaxtJBent  Manager  who.  with  decentralisation,  has 
considerable  autonoiv  with  respect  to  his  bnainess  ssty  add, 
drop,  or  aodlfy  his  products  within  his  product  lines,  with- 
in the  Departaent,  the  Marketing  Manager  and  Product  Planning 
Manager  or  Speolallst  who  reporte  to  the  Marketing  Manager 
have  functional  reaponsiblll^  for  coordinating  product 


planning.  Otiiac  foactional  groupg 


»t  partialpnta,  of 


The  cazporatc-level  Servlcee  contribute  to  product  plan- 
ning by  seanc  of  three  organizations.  Plxet,  In  the  ReeaarA 
servlcee  Is  tlie  Qeaaral  sleetrlc  Research  habosatoiy.  This 
world-fanous  laboratory  conducts  basic  research  In  areas  per- 
tinent to  General  Blectrlc'a  business.  In  particular,  the 
four  research  Departnants  are  Chenlatry  Research  Deparbssnt, 
■lectron  Physics  Research  Departnant,  Gaeral  PI^bIcs  Re- 
search Pepartnent,  and  Metallurgy  and  Ceranlcs  Research  De- 
partsrant.  The  Research  Laboratory  la  the  source  of  many  new 
ideas  for  the  operating  departnants.  Osually  considerable 
further  developnent  Is  required  by  the  Departnente  to  pemlt 
succSBBful  coonsrelallsatlon  of  such  new  decelopnanta . The 
big  technological  advances  by  the  General  Electric  Conpany 
usually  originate  In  the  Research  Laboratory,  however,  and 
include  anong  recent  advances  the  tunnel  diode,  thenaoplastlc 
recording,  and  ladnatrlal  diamonds. 

Second,  the  corporate  Barvlces  assist  with  product  plan- 
ning through  the  activities  of  Marketing  Services.  Product 
planning  at  the  corporate  level  Is  assigned  to  Marketing  Ser- 
vices which  le  organised  as  shown  In  figure  1.  Marketing 
services  makes  long-range  atudlas.  special  etudlee  of  pcom- 
lalng  sreea  where  technological  developamt  and  market  op- 
portunity converge,  and  advises  and  counsels  the  Departaenta . 
Herkstlng  servloes  follows  marketing  activities  and  advances 
both  within  snd  outside  of  the  coi^eiy  and  acta  aa  a claar- 
Ing  house  for  Informetlnn.  la 


addition. 


Vies  President  - Karketlng  eervlses 

Manager  - tarketlng  eervlcea  Pesearch  aarvloe 


keaeareh  Consultants  - Marketing  division 

Sociologists  - ConeuBsr  Behavior  Research 
Eeonoaiist  - Marketing  lodostrlal  Bcononlcs 
Research 

EconoBlata  - Harkat  struotures  Researeh 
Econonlats  - Marketing  Planning  Resaaxdl 

Manager  - Product,  Product  service,  and  systan  Pla 


Consultant  - Product  Service 
Consultant  - Product  studies 
consultant  - product  and  systan  Planning 

Manager  - salea  end  Blatrlbutlon  Channels  Service 
Consultant  • Salas  and  Distribution  Planning 
Hnnagar  - Pronotion,  Negotiation  and  selling  Service 

Consultant  - Karketlag  studies 

consultant  - Advertising  and  Salas  Prcootlon 

Consultants  - sovamsant  Marketing  Relatione 

Manager  - Marketing  Reeearch  and  AdDlnlstratlon  Service 
Consultante  - Marketing  AAslnletratlon 
Manager  - Marketing  Personnel  Sevelopnent  service 
Censoltanta  - Research,  Education,  Training, 
Manager  - EDonoalc  Forecasting  Oparatlon 


Pigurc  1.— Marketing  Services  Organization  In  General 
Blectrle  Conpany. 
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develop  new  concepte  in  aerketlng  and  develop  coapaiv-wldc 
training  prograae.  In  particular,  they  have  developed  a 
ccnprehanelve  course  in  product  planning.  Marketing  Eervlcss 
also  aaintalns  an  Inventory  of  all  professional  people  In 
narketlng  activities  throughout  the  cenpany.  A aanagar  who 
wishes  to  hire  an  individual  for  a particular  position  suy 
specify  the  ^pe  of  work,  experience  required,  age,  etc., 
and  the  file  will  be  searched  by  Marketing  Services.  This 
increases  opportunities  for  prosotlon  of  lirilvlduals  within 
the  cosipany.  A placaisent  Is  also  nalntalnsd  for  eoployeea 
who  wish  to  transfer  or  who  are  displaced  due  to  organlsa.* 

Third,  the  Snglneerlng  servloea  contribute  to  product 
planning  threogh  product  develofSDent  In  the  oeneral  Snglneer- 
Ing  Laboratory.  In  addition,  the  Engineering  Adsdnlstratlve 
consulting  Service  advises  and  counsels  englnserlng  organisa- 
tions across  the  congiany  with  regard  to  engineering  organiza- 
tion, practices,  responsibilities  and  relationships.  This 
Service  also  conducts  researoh  and  has  published  the  results 
of  such  research  on  an  Integrated  approach  to  product  d^ 
velopeent.  This  study  showed  bow  engineering,  narketlng, 
and  sanufacturlng  auet  work  through  a coordiaating  team  to 
get  tha  right  product  at  the  right  piece  at  the  right  tine. 

Although  Host  activity  with  regard  to  product  planning 
la  conducted  by  the  Oepartnents  or  the  Services,  sone  is  bs- 
Ing  trlsd  out  at  the  Blvlalon  level.  At  the  Division  level 
within  the  operating  sepaitnents  there  nay  be  applied  re- 


Electronlc 


Laboxatory  Id  tba  Mfanae  Electronics  Division,  and  the 
Propulsion  baboratoxy  In  tbs  Plight  Propulsion  Division. 

Also,  a product  planning  organisation  has  been  astabllehed 
at  the  Division  level  of  the  Electronic  Cnaponants  Division. 
Elthln  the  Turbine  Division  there  has  been  an  operations  re- 
search organisation  for  a nuaher  of  years  which  anploys  one 
or  two  econosilsts  for  long-range  product  and  business  plan- 
ning. 

tlonal  pecullarltlaa  with  respect  to  product  responsibility. 
For  exai^le,  several  Departments  may  have  responsibility  in 
one  line  of  products  or  one  Department  has  product  responsi- 
bility for  several  product  llnaa.  The  deflnltlwi  of  product 
line  ae  used  by  the  Consultant  - Pxoduot  services  la  'the 
same  device  In  different  slses  and  modifications  for  which 
any  one  custcmisx  might  want  a different  alas  or  sodlflcatlon.  ■ 
As  a specific  Instance,  It  was  pointed  out  that  power  trans- 
formers and  medium  transformers  do  the  same  Job.  but  ea^  Is 
assigned  to  a different  profit  center  in  a different  loca- 

The  organisation  of  the  Hedlun  AC  Motor  and  Oenerator 
Department  provldea  greeter  detail  of  the  product  planning 
function  at  the  oparatlng  level.  This  Department  le  located 

California.  The  Department  has  been  chartered  by  the  coi^ 
pany  to  prodnoe  and  market  llnea  of  150  to  5,000  horsepower 
induction  and  synchronous  msehinss.  The  Schenectady  works, 


which 


the  San  Joac  plant  produces  blpb-thiust  vertical  aotora  for 
the  punplnp  Industry,  nie  total  number  of  employees  Is 
about  2, $00,  The  organisation  of  the  Department  Is  shown  la 
Figure  2.  The  breakdown  of  the  marketing  organisation  is 
shown  below. 


Manager  - Marketing  a Product  Planning 

Marketing  Administration  and  Forecasting 
Price  Policy 

Advertising  a Sales  Promotion 
Product  Planning 

Manager  - Bensual  Parte  Operations 
inglneerlng 

Manufacturing 

The  Manager  - Marketing  a Product  Planning  anpllfled  on  the 
engineering  organisations'  responslbllltlss  with  respect  to 
the  cuatomers.  Advance  Engineering  carries  out  epacisl  anal- 

appllcatlon  to  antlrs  llnss  of  motors.  The  Application  Bn- 
glnaerlng  organisation  investlgatee  engineering  to  determine 
engineering  chaugea  which  would  be  beneficial,  Invaatlgates 
product  failures,  adjusts  warranties,  etc. 

The  Production  Baglneerlng  organisation  is  rssponstbls 
for  fitting  equipment  to  the  custouer's  specific  raqulicnents. 

Mhlle  the  Manager  - Marketing  a Product  Planning  has  the 
direct  responsibility  for  continuous  product  planning,  the 
line  menagera  must  participate  directly.  Each  of  five  mana- 
gers (Manufacturing,  Marketing,  Finance,  Relatione  end  En- 


lower  organisational 
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level,  and  each  fuaetleoal 


area  la  repraaaatad.  Tbaae  prod- 
uct line  taane  neet  weakly  or  aaai-weAly. 

The  purpoaa  of  a team  la  to  watch  the  progrcaa  and  par- 
fomanea  In  a particular  line,  carry  out  planning  for  the 
product  line,  and  provide  good  coaennlcationa  anong  the 
functional  areaa.  The  five  taana  ara  organlaad  along  tha 
following  lineac 

1.  oanaral  Induatrlal  llnei  150  to  SOO  horaepowar. 

2.  Utility  and  heavy  Induatrlal  line— Induction  aotora 
above  500  horaepowar. 

4.  Bamatlo  notora.  ^ 

5.  (Hot  really  a product  llna  taaia.  but  a taak  force 
to  watch  converalen  of  old  daal^a  to  now  dealgna.) 

Baeulta  - Cortilna  dlaaa  Merit. 

Matwra  and  iMortanca  of  nroduct 

Ftoduat  Planning  aa  new  nroduct  develonMnt.  The  com- 
ing aiaaa  Morka,  like  Oanaral  Bleotrlc,  la  a vary  progrea- 
alva  company  whoae  growth  la  baaed  upon  Innovation.  Working 
with  one  of  the  leant  ecpcnalve  and  moat  abundant  raw  mBta- 
rlala  on  earth.  Coming  reiearch  paraonnal  have  developed 
■ore  than  7, 500  fomlaa  for  glaaaea  with  widely  dlvaree  and 
praclaely  controlled  cbaracterletlca . Coming  producea  nore 
than  35,000  different  glean  producta,  65  per  cent  of  which 

company  haa  a long  line  of  notable  *flrata‘  atartlng  with 
Inprovmenta  In  tha  optica  of  elgnalwara  <1877]  and  Including 
Edlaon'a  Incandescent  leap  bulb  (1879),  the  davelofoent  of 

1^‘Blatory  of  Coming  Olaaa,  ■ 


septoUber  8.  1960  (miaeo- 


folly  sutoutle  glass  blowing  naehlnsxy,  oentrlfogal  casting 
of  telavlslon  tubes,  davalopiiaat  of  borosUlcate  glass  and 
Its  application  la  talascope  alzrors,  the  developaant  of  all- 
ieonss,  and  nany  others. 

During  a recant  taa-ysax  period.  Coming  has  spent  on 
research  and  development  twice  the  average  spent  by  juserlcan 
Industry  as  a whole.  This  has  amounted  to  p44, 000,000  or 


Plana  for  new  products  ace  conaldsced  along  with  pres- 
ent pcodiicta  In  tha  ocapany's  loug-range  planning  procedure, 
coming  elaae  evaluates  all  present  and  potential  products 
In  wsll-balanced  periodic  rsviewa.  fbare  la  heavy  aophaala 
on  the  profit  outlook  for  the  total  product  mix. 

According  to  Coming  Slass,  the  steps  In  achieving 
major  new  product  objectives  ace  as  followsi 

1.  Search  for  Ideaa.  problema  opportxinltlaa 

2.  Perform  es^loratocy  ceseardi 

3.  Carry  out  product  or  material  development 

4.  Carry  out  prooeaa  development 

3.  Seek  Improvasants  in  present  products 

d.  Make  pilot  production  run  on  now  products 

7.  Conduct  sales  tests  In  different  cities  with  x»- 
spect  to  price  end  promotion 

8.  Initiate  pcoduotlon— marketing  application  cequeet 
giving  aalea,  cost.  Investment,  and  forecast  of 

9.  Design  production  equipment  and  facilities 

10.  Develop  production  run 

11.  Conduct  market  development  aotlvltlee  in  parallel 
with  production  planning 

..  —rt.t  n-i—fS-  Coming  glass 
works  closely  with  Industrial  cuatomccs,  keeps  abreast  of 
their  needs,  end  triea  to  develop  producte  which  will  satisfy 


^*paots  About  Coming  Olass  Works*  (Company  pajuphlet 
undated  but  published  after  1957J . 
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tb*  cuatoMTs'  nacde.  m long-ranj*  plannlsg,  Coming  slass 
atndlaa  ooiummar  trend!  to  entloipate  Induetrlal  noeda. 
Coming  specialize*  in  unique,  diiferent  products  sud)  *a 
the  vleving  gleei  in  nlsslle  and  atoolo  energy  applications. 
Coming  Blase,  because  of  its  unlquanesa  In  its  field,  has 
not  felt  tbe  need  to  direct  planning  and  reaaareh  towards 
foreseeable  aarkets  to  the  axtmt  that  General  Blectrie  has. 
Coming  Glass  continues  to  seek  new  glasses  with  new  proper- 
ties and  look  for  applioations  afterwards.  For  axanple,  one 
account  runs  as  followsi 

in  the  Bid  1990 ' e Corning  p & D created  an  entirely  new 
fanily  of  aatarlals.  By  inducing  crystals  to  grow  In  a 
batch  of  glass,  Coming  researchers  fonsed  a glass- 
ceranic  as  hard  as  steel  and  heat  resistant,  ay  con- 
trolling the  crystal  growth,  literally  thousands  of 
kinds  of  glasa-cerasilcs  could  be  ereated.  They  nasiad 
the  stuff  Pyxoceram  and  wondered  what  to  do  with  it.i 

In  spite  of  this  apparent  reliance  on  research  and 
develoiBsent  to  find  new  glasses  first  and  than  seek  a auirket. 
Coming  Glass  keeps  a sharp  look-out  for  narket  needs.  For 
axas^le,  Corning  Blass,  despite  all  its  glass  know-how,  was 
a relatively  snail  company  before  the  advent  of  telovlsloB. 
Its  big  breakthrough  case  when  former  president  Mllllan 
Decker  foresaw  that  the  key  to  the  television  industry's 
success  would  be  the  picture  tuba,  under  hi*  guidmee,  a 
brand  new  way  of  forming  glass  was  developed. 

UMW-range  planning  in  relation  to  product  m.MUjwi. 
Product  planning  strategy  is  Influenced  mainly  by  Salaa  Man- 
agera  and  axacutlvaa  at  hlghar  lavala.  Integration  of 

^*Tachnologyt  Ihelr  Most  b^ortant  Product,  ’ Porbea. 
L30CXIX,  Ho.  3 (FAruary  1,  1963),  22. 


Preald« 
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product  plkimliig  is  tlia  rcsponalbllity  of  the 
acocopllahoa  ouch  of  thu  work  by  naklsg  Informal  raquaita 
of  tha  Dlraotor  - Product  Planning. 

About  April  1 of  each  yaar  nanagara  raaponelble  for 
product  llnaa  and  tba  correaponding  eontrollara  arc  aakad  to 
aubmlt  product  llna  plana  for  tha  following  fiva  calandar 
yaara.  Technical  work  raqulrad  and  BBZkat  forecaata  ara  in- 
cluded. About  Juna  1 thaaa  plana  ara  aubnlttad  in  a preaan- 
tatlon  to  tha  Praaldant  and  corporate  ataff  Baobera  who  have 
an  Interaat.  Appendix  b ahowa  the  auggeatad  font  for  natarlal 
which  la  to  be  preaentad.  (Por  convaalanca  in  preaentatlon, 
aavecal  pagea  of  the  forecaat  outline  have  been  coqireaBed 
on  to  one  page  In  Appendix  0.)  The  Olvlalona  muat  alao  au^ 
ply  charta  abowlng  Induatry  aalea,  Departaiant  aalaa,  and 
partnent  proflta  for  the  past  five  yaara  and  continuing  on 
Into  tdie  next  five  yaara  aa  astlaatad.  Another  chart  for  the 
aane  ten-year  period  auat  be  supplied  showing  the  sailing 
price  for  the  four  najor  products  In  ea^  product  line. 

After  the  review,  the  product  plana  are  reworked  by  the 
Dlvlalons  which  develop  In  greater  detail  a forecast  of 
sales,  personnel,  equlEaeat,  facilities,  and  capital  required 
for  the  next  five  yaara.  These  plana  ara  presented  to  top 
aanagamant  again  at  tha  end  of  August  for  ravlsw,  agrsaiaant, 
and  coBBunlcatlona  purpoaea.  Tha  amplifisd  and  modified 
plana  ara  collared  with  the  original  plana  and  varlaneas  are 
explained. 

The  bualncas  atiatcgy  followed  throughout  the  long- 
range  planning  la  one  of  growth  through  innovation  on  a 
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lazga  soala.  mphaala  la  os  close  coordination  between  te- 
aeetcb  and  developaent  and  marketing  (buslnesa)  opportunl^. 
Tble  strategy  Is  beet  sbcm  by  reprodualng  below  the  exact 
rough  notes  supplied  by  the  Olrector  - Product  Planning  en- 
titled ‘Assists  to  growth*!^ 

1.  Hanagenent  press  for  growth  and  support  with  P <■  0 
BKwey  and  risk  capital. 

3.  ATOtasalva  full  time  aeardi  for  buslnesa  oreortunl- 

3.  Concentrate  on  big  advances  worth  the  technical  ef- 
fort. Avoid  excssalva  service  and  nickel  and  dime 
projects. 

4.  Parallel  technical  development  with  oontlnulng 
business  analysis. 

5.  single  responsibility  for  each  phase  of  developiamt. 

S.  Task  force  of  full  time  people  on  atajor  phase. 

7.  Close  ocssaanlcBCloa.  coordination,  planning, 
throughout. 

B.  time  product  when  smrket  Is  resdy— ahead  of  the 
coopetltlon. 

9.  Have  overall  project  funding  controls  separate  from 
production. 

10.  Ssparate  planning  and  development  of  tomarrow's 
products  from  sslllng  of  prsssat  products. 

11.  Product  tested  In  market  before  eosewrclal  Intro- 
duction. 

currently  Corning  Is  sngegad  In  e special  long-ranga 
buBlneaa  planning  stu<^.  The  Olrector  - Product  Planning  le 
working  wltdi  a leading  consulting  firm  to  sslsct  ths  most 
Important  projaeta  from  about  twoity  project  areaa.  Theae 
projacta  cover  toplca  euch  aa  people,  invantlona,  forward 


^Hotea  from  outline  of  talk  glvan  at  Dow  corning, 
10,  1961. 


July 


iBtagzktion  of  product  llnoi, 


These  pcojeote  will  be 


approached  frw  the  aarket  aspeota  of  alas  najor  aarkets 
and  one-tenth  of  all  other  alaeilficatioas  of  aarkete. 

The  qoeation  will  be  asked  throughout)  *Hbat  crucial 
decialons  do  1 need  to  aake  this  year  to  affect  the  future 
of  Coming  favorable  five,  tan  and  fifteen  years  froa  now?' 
Taken  Into  account  will  bo  ccapetltlva  trends.  Coming  strat- 
egy, technological  changes,  threats  and  opportunities,  Inter- 
national aarkatlag.  distribution,  broader  seope  of  research, 
and  ooBplerlty  of  business  which  one  aanagar  can  handle. 

interaadlnte-  and  short-range  niannine.  at  the  end  of 
each  feur-Bonth,  alght-sionth,  and  twelve-amth  period,  the 
Director  - Product  Planning  praparas  a suijoc  dsvelopoent 
analysis  which  lists  future  prejaeta  by  yaar  cf  Introduction 
and  their  sales  potential  for  each  year  in  tha  next  three 
yeexs.  Thus  Intemediate-  and  short-range  planning  are 
nerged.  Znoludad  in  this  presentation  are  staff  reaponsl- 
bllltiSB,  11ns  rsspcnslhllltlea,  number  of  technical  paopls 
requlrsd,  projaeted  data  of  Introductory  aalas,  coat  to  date, 
and  present  status  If  they  are  underway,  on  *Teehnlcal  Re- 
view Day,  ’ mesh  are  of  the  oorpomta  staff  meet  with  Bsobars 
of  each  Division,  one  Olvlalon  at  a tine,  to  review  ujor 
developaents  in  aseh  Division.  Other  Division  Osnsxsl  Mn- 
agars  attend.  At  that  tlpw,  the  Division  Sensral  Kanagsr 
naklisg  the  pressotatlon  of  his  plans  will  also  present  some 
li^ortant  aohlevsent  which  Is  of  Interest  to  the  other 
Division  general  Hanagsrs  who  are  present. 


that 
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grg^tet  PiMPlaa  ««  th«  ba.lc  HmUmm  rtr»t»nr. 
enalnatlon  of  the  planning  foxins  In  Appndlx  o shows 
Corning  Glass  bases  Its  strategy  on  produot  planning  in  ac- 
cordance with  coopany-aatablisbed  orlterla.  These  fozss.  In 
every  case,  are  based  upon  present  and  proposed  products. 
Oevelopaent  and  other  costs,  sales,  profits,  oonpetltion, 
growth,  and  narketlng  strategy  are  speclfloally  Included  In 
conpany  plans  for  the  future.  Before  any  grMt  amount  of 
funds  are  coanltted  to  making  a product  really  out  of  a re- 
search phenomenon,  the  market  opportunities  must  be  shown  In 
the  planning  analysis. 


Product  planning  it 
vary  Important  at  Coming  Glass  to  maintain  ooatrol  over, 
and  to  provids  direction  for,  product  line  development  end 
company  growth.  Thle  laportanca  is  substantiated  by  the 
fact  that  the  Director  - Product  Planning  reports  diraotly 
to  ths  Prasldent  of  the  company.  Prom  a historical  viewpoint, 
product  planning  haa  bean  the  key  to  the  traaieodoua  growth 
of  Coming  Glase  la  an  attending  world  of  teohnologlcal  In- 
novation and  nsw  markets. 


Organisation  for  escodMe* 

Coming  Glass  operates  twmty-three  manufacturing  plant< 
in  sight  different  states  and  ai^loys  about  14,000  people. 
Bight  of  thaae  plants  are  located  at  ths  Company ' s headqusr- 
tera  in  Coming,  aaw  york.  In  addition,  the  cnmpsny  owns 
seven  aubeidiary  coapanles  and  maintains  an  interest  in 
slavsm  'associated''  companies.  The  organisetlon  of  Coming 


Glass  Is  aloac)  the  typical  line  and  staff  pattern,  Figure  3. 
The  Iiany  types  of  product  lines  produced  are  indicated  by 
the  divisional  organisation  shown  belowi^ 


SUCntlCMi  PPOOUCTS  OIVISXOB  8TEUBSS  DIV18IC® 


TECHHICM.  PJtOSOCTS  OIVUIQH 


Steuben  Crystal,  world  faaons 

ship,  including  vases,  bowls, 
table  glass  and  accessories, 
as  well  as  engraved  pieces  for 
exhibition  and  special  presen- 


Industrlal  cosiponents 
Laboratory  Glassware 
optical  Glassware 
Pleat  Egnlpment 


COMSUHER  PRODUCTS  DIVISZOH 
Coming  Hare 


CORHMIT  KEFSaCTORIBS  COHPAVY 
(SDBSIDIMIY) 

Fused  oast  and  other  special 
rsfractories  for  glassiaeltlag 
furnaces,  special  refractories 
for  steel  and  heat  process  In- 
dustries, and  Bold  laaterlal  for 
precision  casting  of  BStals. 


HBH  PRODUCTS  DIVIBZCM 

Market  exploration  and  de- 
velopnent  of  new  glasses  and 

caranles  for  Industrial  and  CORHina  GLkSb  afTSRSATlOHjtL, 
defense  uses.  8.*.  (SDBSZDIRRY) 


CORHXIB  FIBB8  BOX  CORPORRTIOB 
(SUBSIDUIIY) 


There  are  about  fifteen  sales  departsants  headed  by 
either  a Market  Devalopoeat  Manager,  a General  ealea  Manager, 
or  a sales  Manager.  In  the  Technical  Products  Division  are 
the  five  Market  Developnent  Managers.  They  report  directly 
to  the  Division  General  Manager.  These  Market  Developnunt 
Hanagara  are  responsible  for  nerket  develofascnt  of  labora- 
sBware,  optical  glass,  plant  egulpoent,  lighting. 
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ud  Indu 


responalhla  for  growth 


of  those  product  lizieo  through  produot  iunovetion  pr^ 
Botloael  planning.  To  eophaalze  the  nature  of  their  broad- 
gage  actlvltlee,  routine  and  operational  aetlvitlea  have 
baan  delegated  to  a General  sales  Manager.  Ha  la  reaponelble 
for  selling  and  advertising  and  sales  proaotlon.  Be  also  re- 
ports directly  to  the  Division  General  Manager. 

Zb  the  Bleettlcal  Products  Division,  there  are  four 
Sales  Managers  responsible  for  laaps,  television  bulbs,  re- 
ceiver bulbs,  and  industrial  bulbs.  Bach  Sales  Manager  has 
coaplete  charge  of  new  products,  anglneerlng  services,  prod- 
uct engineering,  and  sales  effort.  Sales  Managers  In  the 
Slectrieal  Products  Division  have  product  biglneerlng  Man- 
agers reporting  to  then  whose  prlnary  eaihasls  is  on  aalnt^ 
nance  of  product  lines.  This  oonsists  of  isodlficatlons  which 
can  be  worked  out  with  current  factory  processing  equltseent. 
If  a new  process  la  required,  It  usually  represents  a aajor 
new  investawnt  and  every  nalor  new  product  requires  a new 
procasa.  The  product  developsent  for  the  Blectrlcal  Products 
Division  as  wall  as  for  the  Technical  Products  Division  Is 
the  responsibility  of  their  respective  Product  Engineering 
Managers  who  report  directly  to  the  General  Managers  of  tbs 
Divisions.  The  Sales  Managers  also  rsport  directly  to  their 
respective  Division  Generel  Manager. 

In  the  Consuaer  Producta  olvlalon,  the  General  Salaa 
Manager  haa  dlffarant  reeponalbllltlea  from  thoae  of  the 


Generel  Sales  Manage 


Technical  producta  Dlvieloa. 
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Olatziot  Salaa  Kanagera  rtportlng  to  bia  aa  Ln  the  otbar 
caaa,  but  ha  alae  baa  tha  product  salaa  Managara  raportlog 
to  bln.  Thaaa  product  Salaa  Haaagera  aach  oovar  oaa  llnai 
speciality,  food  market,  dapartaent  atora,  dlnnezvara,  and 
bouaewaraa.  RaaponalbUlty  for  the  product  Itaaa  tbemaalvaa 
la  vested  elaewhere,  in  tbla  oaae  in  the  position  of  Manager 
of  Marketing  vho  raporte  to  the  olvlslon  general  Manager. 

The  Manager  of  Marketing  is  responalble  for  marketing  aoti- 
vltlea  except  aaXea.  fie  thus  baa  edvartiaing  and  aalaa  pro- 
motion, market  reaaarob,  product  davelopmant,  and  market  de- 
velopment as  part  of  bia  Job. 

The  service  dlvlalona  or  central  staff  organlratlona 
perform  work  for  all  divisions,  for  example,  aiv  new  pro- 
ceaa  or  large  engineering  project  muat  be  carried  out  by  tha 
staff  engineering  organization.  Although  tha  consumer  Prod- 
ucts have  had  their  own  market  reaeareb  group  for  aoaw  time, 
and  the  other  Divisions  have  started  small  groups,  they  car- 
ry out  only  small  Jobe  or  routine  research,  urge  projects 
and  those  requiring  hl^  akllla  are  carried  out  by  tha  cen- 
tral staff  group  under  the  Director  - Product  Planning. 

Close  coordination  between  line  and  staff  is  possible 
becauaa  all  managers  exoept  some  Plant  Managara  are  located 
in  tbe  city  of  coming. 

Besulta  - Bandae  BvstMs.  ing. 

Mature  and  trortanoe  of  product 

Product  Planning  as  nm»  product  develonmant.  Some  his- 


tory is  required  to  present 


aplete  picture 
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systans.  The  stoxy  begins  vltb  an  officer  of  a aneeesaful 
toy  nanufactoring  fUn.  Be  vas  dlasatisflad  with  tbs  length 
of  tljM  it  took  to  prepare  Invoices  In  view  of  the  fact  that 
■uch  of  the  work  was  repetitive.  Over  a two-year  period,  as 
a hobby,  this  toy  eianufactuxar  developed  three  suoceseiva 
crude  nodele  of  a neiaory  device  which  would  store  descrl^ 
tlons  of  Iteaa  and  unit  price.  This  work  esse  to  the  atten- 
tion of  a highly  talented  Inventor  who  was  president  of  his 
own  electronics  flxa.  He  saw  the  posslhlll^  of  cesftlnlng 
this  MBory  eoaponent  with  the  Xa»H632,  Electronic  Typing 
and  Coaputlng  syeten.  with  such  a ocAlnation.  a clerk  would 
need  only  to  type  the  stock  number  on  an  Invoice  and  the 
equlpoent  would  automatically  type  the  description,  the  unit 
price,  compute  and  type  the  extension  and  return  the  carriage 
of  the  electric  typewriter. 

On  the  basis  of  this  Idea,  the  firm  was  quickly  capi- 
talised In  the  six-figure  range  and  incorporated  in  Delaware. 
The  President  and  other  executive  officers  were  named  at 
this  time.  Offices  and  a laboratory  were  established  in 
Troy,  Hew  York,  and  offices  In  Bew  York  City  as  well  in  June, 
1961.  A Chief  Engineer  and  a Hanager  of  Marketing  De- 
search  were  hired  In  June.  Additional  personnel  were  em- 
ployed by  these  key  people  within  a few  weeks. 

Prom  this  historical  background.  It  may  be  seen  that 
product  planning  for  Dandac  systena  la  focused  on  a single 
new  product  develoinent. 

Product  plaeeUia  as  market  oriented.  Plans  for  the 
Dandac  system  arose  out  of  a )o>own  need  for  a specific 
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product,  contlnuoua  aarkat  raaearch  waa  cantarad  on  finding 
the  optljnim  cooblnatlon  of  function,  faatnraa.  and  price  to 
guide  the  anginearlag  In  progreea. 

rulWT-raniia  nlannlna  in  relation  to  product 
Ihara  waa  no  long-ranga  planning  In  the  ordinary  aaoaa, 
aince  it  would  have  be«  too  coatly  to  plan  ahead  for  action 
following  a nunber  of  altamatlvaa.  lader  IntemadUte-  and 
short-range  planning,  possible  directions  the  fiza  could  take 
are  discussed. 

mtemediate-  and  ahort-r««ca  t..  ^elation  to 

product  Bandac  Systeas  waa  in  a peculiar  position 

fron  the  start  in  that  it  was  planned  to  dealgn  the  iMBory 
unit  Initially  to  adapt  to  the  Prcn  one  viewpoint, 

every  kandac  Systn  that  waa  sold  neant  the  sale  of  an 
IBH-632,  Froai  another  viewpoint,  every  Sandac  systea  sold 
sMsnt  that  less  auxiliary  International  Business  Widiinas 
egulpewnt  could  be  sold  by  Ibh  to  that  custoaMr.  The  rspre- 
aentatlvea  of  IBH  started  to  cooperate  on  the  basis  of  the 
first  viewpoint,  but  aa  tlae  went  on  they  tended  to  adopt 
the  second  viewpoint.  This  aeant  that  Bandac  Systass  was  no 
longer  considered  a sort  of  'partner*  with  IBM  but  would 
have  to  go  it  alone. 


Aa  a result,  the  possible  strategies  open  to  Bandac 


were  to  develop  the  neiBory  andt 


1.  Try  to  sell  out  to  IBM  for  the  capital  gain. 

2.  Adapt  the  noory  to  sobs  equipaent  In  coapetition 
with  the  IBM-632  and  sell  out  to  the  nanufacturer. 

3.  Lease  the  patent  rights  to  scsw  suumfacturer  of 
electronic  typing  and  eoitputlag  systeas. 
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4.  set  up  s aerketlng  organlutlon  and  pxoduae  ox  have 
ptodua^  the  memory  coapoaeats  in  order  to  aell 

Couatax-atrateglas  Mhlcb  Randac  systems  faced  warei 

1.  Other  manufacturers  might  try  to  develop  their  own 
memory  syaten  and  reach  the  market  first. 

2.  Other  manufacturers  night  be  able  to  design  around 
the  patents  which  ]iandac  Bystees  night  obtain. 

It  is  apparent  that  time  was  a most  important  factor. 
Because  of  the  lack  of  knowledge  of  the  technical  capablll* 
ties  of  the  memory  unit,  It  was  not  possible  to  select  a 
strategy  until  the  developewnt  work  had  progressed  consider- 
ably. The  plan  was  to  carry  the  technical  develotaent  through 
prototype  testing  and  avnluate  tba  market  dmaand  et  an  estl- 
Biated  prloa.  At  the  end  of  this  phaae,  Decee^er,  1961,  the 
major  etratagy  decleion  would  be  made.  If  the  coat  of  the 
memory  were  too  high,  additional  altematlvaa  would  be  to 
carry  on  further  development  work  or  liquidate. 

»jte  beeic  bualneea  strategy.  The 
basic  strategy  haa  baen  plannad  around  tha  davelopment  of 
one  product  and  the  reaction  of  compatltora . The  timing  la 
such  that  the  atratagy  of  tha  firm  la  short  range  as  dle- 
oussad  above. 

mnertanoa  of  prodw"*  mith  tba  atratagy  ee- 

tabllsbad  and  possible  alternative  aotions  identified,  prod- 
uct planning  la  important  mainly  frcm  the  viewpoint  of  aa- 


glnearlng 


Tba  organization  of  Kandac  Syi 


agar  of  Markatlag  ftaaaarch  and  tba  Chief  Btglnaar  raport  to 
the  Praaldent.  Both  provide  reaaardi  and  analyala  for  the 
Praaldant  and  Board  of  Plractora  to  evaluate  and  decide  on 
future  product  policy.  All  the  Banagcsent  worka  very  cloaaly 
and  Informally  together. 

Ooncluelone  from  the  Caee  Btadlee 

Product 

Oeneral  Electric  takea  into  account  every  aapect  of  a 
product  which  It  le  poaalhla  to  coneidar  In  the  tljae  avail- 
able In  pitting  a product  on  the  market.  Timing  of  the  prod- 
uct Introduction  la  a function  of  morketlag.  The  function 
of  a product  la  etudled  from  both  the  marketing  and  engineer- 
ing vlewpolnta.  mcreaaed  life  and  durability  are  objactlvaa 
which  ccoie  within  the  meaning  of  tba  Senaral  Electric  alogan, 
and  light  bulbe  are  a good  example  of  a product  whoaa  life 
hae  been  continually  increaaed.  Haight,  elze,  mnlntalaabll- 
Ity,  tranaportablllty,  appearance  and  flnlab  are  all  tba  con- 
cern of  the  Medium  AC  Motor  and  denerator  Department  la  par- 
ticular and  of  other  dencral  Electric  Oepartmenta  la  general. 

Coming  alaaa,  for  moat  oonaumer  and  tedinlcal  produeta, 
la  alao  concerned  with  timing  of  davelopaant  and  Introduction 
of  produeta.  Yat  acaia  of  Ita  uniqua  produeta  ware  not  de- 
veloped to  meet  an  anticipated  rlaiog  market  demand.  Saw 
glaaaee  are  being  developed  all  tha  tlma  with  tha  objactlva 


providing 


•ad  Ufa  and  durabill^  In  tb« 


a^lloatlone.  Mse  of  aacvloo  and  parta  availability  ara 
Inportant  to  many  coTnlag  Qlaaa  producta  but  iBtaxeatlnjly 
anough  do  not  a^ly  to  aona  produota,  aa  for  axanpla, 
steubenoara.  In  steubaowara.  walgbt  and  alaa  hava  a dlffar- 
ant  alfrnlflcanca  to  tha  boyar  than  thay  do  to  tba  purcbaaar 
of  a aotor,  tranaforaar,  or  Bandac  syata  aaiwry  unit,  in 
all  caaaa,  thaaa  cbaractarlatlea  rapraaant  an  Important 
cbaraotarlatlc  of  the  product  to  the  cuatomar. 

Sanaral  Blectrlo  and  Coming  Claaa  both  place  conaldar- 
abla  antphaala  on  building  Imagaa  of  thalr  cospaniaa  to  ra- 
flact  on  tha  quality  of  thalr  produota.  Advartlalng  and 
BBlaa  proBotloo.  particularly  in  Oanaral  Electric,  ara  aa- 
ployad  to  draw  tha  coapai^'a  produota  conatantly  to  the  at- 
tention of  praaant  and  proapactlva  purdiaaera.  Kandae  8ya- 
t«a,  at  an  early  ataga  of  davolojiBant,  la  employing  juat 
tba  owoalte  atratagy  In  ordar  to  obtain  a big  daveloioent 
lead  on  poaalbla  co^etltora. 

Price  la  another  najor  attribute  of  almoat  any  product, 
with  tha  large  conpaniaa,  the  pricing  pollctea  vary  with  tha 
produota.  Thua,  the  policy  for  steubanware  la  quite  differ- 
ent from  that  for  alectrlc  light  bulba  or  atoalc  power 
planta.  Handac  Eyatoea  flnda  that  price  la  detenDined  by 
manufacturing  and  dealgn  coata  on  one  side  and  tha  price  of 
naar-aubatltute  produota  on  the  other  aide. 

Thera  ara,  of  courae,  many  other  characterlatica  of 
produota  produced  by  thaae  eonpanlae  which  differentiate  the 
produota  In  the  mlnda  of  the  proapactlva  buyaxa.  aiough 
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have  b«*a  dlacusaad,  htwevar,  to  conelud*  that  function  and 
price  are  not  the  only  ones. 

ProB  the  flxn'B  vleMpolnt,  the  prodoete  have  another 
•et  of  obaracterletlcs , Can  the  fine  inveat  ita  aoney  to 
better  advantaje  In  one  field  or  another?  oeneral  electric 
faced  tbla  prelate,  for  exaaple,  when  It  delayed  for  a nua- 
ber  of  yeara  Ita  entry  In  coaiaerclal  ataale  pomer  deaplte  Ita 
heavy  experience  in  defenae  atonic  power,  coming  alaaa  waa 
faced  with  euch  a declalon  when  It  developed  the  prodoctlon 
of  glaaa  fibers.  It  decided  not  to  make  this  product  but 
set  up  an  aasoclate  coapany  with  Owens  Illinois,  nanely, 
owena-Comlng  Fiberglas  Corporation,  the  Randac  Syatans 
coaipany  by  itself  represents  a declalon  with  respect  to  op- 
portunl^  coat. 

Profit  narglna,  product  bIx,  and  narkatlng  nix  and 
voluaa  ara  all  la^ortant  diaracteristlos  of  products  In 
highly  diversified  fime.  Thus  they  are  of  Interest  to  Om- 
aral  glactrlc  and  Corning  Olaas.  For  the  single  product 
flm,  profit  BUkrgln  and  volume  are  critical  cbaracterlatiee. 

All  flraa  are  cmcemed  with  pxoduclhLllty  which  Involvee 
conelderatlon  of  naterlale,  tolerances,  finishes,  design 
Bodlfleatione,  and  aanufacturlng  Bstboda  and  processea  through- 
out the  design  process.  Produclblllty  has  an  Important  lie 
pact  on  profit  as  wall  as  on  product  characteristics  Impor- 
tant to  the  cuatcsiera , 

In  auaiary,  Just  as  the  ‘firm  la  not  the  firm,  ■ the 
eoonoBlc  product  Is  not  the  'product. ' the  product  bse  many 
characteristics  which  may  be  clssalflsd  sccordlng  to  the 
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needs  of  the  oerket  and  the  neede  of  the  producers.  The 
studies  of  these  three  firms  suhstantiete  the  broad  defini- 
tion of  product  used  In  the  hypothesis. 

Product  Planning 

The  highly  formellsed  planning  prooedures  of  the  two 
largo  coopanles  relate  to  the  general  product  fields,  the 
product  lines,  specific  products  and  tlBlng.  The  coapany  Is 
guided  Iqr  these  product  plans  nade  for  the  future  which  call 
forth  synchronised  engineering,  marketing,  and  manufacturing 
effort.  Optimisation  of  long-range  company  goals  Is  based 
upon  careful  planning  for  survival  In  the  marketplace  through 
the  company's  products.  The  rssults  of  the  research  are  en- 
tirely conelstent  with  the  theale. 

Strategy 

The  more  carefully  defined  meaning  of  atrategy  ae  used 
In  tba  hypotheels  ai^aara  Justified  on  the  basis  of  these 
cese  studies.  The  meaning  of  *long-range, * however,  le  not 
alwaye  obvious.  Pot  well  eatabllehed  ccapanlae,  anything 
fros  three  to  twenty  years  Is  coneldered  long-range.  Kan- 
dac'a  overriding  atrategy  Is  based  upon  a pattern  of  action 
axtendlng  only  ona  year  beyond  its  Initial  formulation.  In 
all  caaea,  atrategtss  are  subject  to  continual  review  and 
axtanalon  into  the  future.  Payoffs  continually  change  d^ 
pending  upon  occurring  states  of  nature  end  reectiona  of 
other  pertlelpenta  in  the  "gam.* 


CHAPT£tl  XV 


MAXL  eURVBir  OF  FXKKE  JUm  AG«ULTe  ABD  inSSItFitBTATIOH 
Methodoloov 

If  product  planning  la  the  strategy  of  the  Industrial 
flxB,  than  product  planning  nut  be  at  the  hsaxt  of  over-all 
coopany  business  plans.  In  the  progressive  coapaoy,  foml 
business  reviews  will  be  made  at  regular  periods  such  as 
asBl-annually  or  annually  at  which  tlais  present  and  future 
products  will  be  reviewed.  Those  products  at  the  end  of 
their  Ufa  cycle  will  be  rec^sMnded  for  nodlflcatlon  or 
abandonment.  Those  products  which  are  proposed  for  future 
developaent  will  be  examined  from  every  business  viewpoint. 

If  product  planning  is  the  strategy,  then  the  atrategy 
must  be  under  continuous  stu^.  Therefore,  It  Is  necessary 
to  determine  If  companies  maintain  an  Individual  or  organisa- 
tion on  a full  time  basis  to  analyse  the  product  lines. 
Hhether  such  planning  Is  biased  In  one  direction  or  cuts 
across  the  entire  business  operation  needs  to  be  determined. 
Hhat  top  managaent  thlnhs  or  save  It  Is  doing  certainly  has 
sow  Influence  on  Its  policy,  ^lloso]^.  and  strategy. 

These  questions  can  tharefore  be  asked  directly. 

The  objectives  of  the  mall  survey  were  to  obtain  infor- 

thelr  strategies,  to  obtain  this  Information  from  at  least 
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100  £lr«i  out  o£  400  "ropro»«atatlvo’  fins  sclactsd  by  sobs 
cxnvsnlsat  swthod,  sad  to  Intsrpcst  the  results  with  regard 
to  the  relationship  between  product  plennlng  business 
strategy. 

In  order  to  obtain  a "repraaentatlve*  aasvle  of  fins, 
a randoB  selection  procedure  was  eiiployed.  It  was  antici- 
pated, however,  that  this  survey  would  not  be  a probability 
survey.  Mail  surveys  generally  yield  a low  percentage  of  re- 
sponses, and  no  follo<v-up  was  planned  to  saj^le  the  popula- 
tion of  non-reapondenta . for  sisipllclty,  a systoatic  aas^le 
of  pages  was  selected  fron  Poor’s  Register  of  Directors  and 
E8»gutives  1961  whereby  every  fourth  page  wae  chosen,  based 
upon  a randoa  start.  Two  naass  were  drawn  at  randoa  frcai 
each  page  and  those  which  were  senufacturing  fins  were  In- 
cluded la  the  survey.  Processors  of  raw  asterlals  such  as 
Binerals  and  agricultural  products  were  not  taken.  There  are 
157S  pages  In  the  source  book  which  list  fins  and  officers. 
In  order  to  obtain  the  first  400  fins,  it  was  necessary  to 
go  through  the  book  onoa  and  atart  through  again. 

The  overlap  In  pages  aaountad  to  about  60  fins,  and 
tha  first  60  fins  ware  taken  to  pretest  the  questionnaire 
and  three  types  of  letters.  Tha  questloanaira  itself  le 
shewn  In  Pigurs  4.  This  questionnaire  wae  tranealtted  to  the 
60  fine  by  three  aethode  eo  that  20  fins  ware  used  to  teet 
each  Batbod.  In  tha  flrat  two  sietboda,  the  lettere  were 
printed  on  the  reverse  side  of  the  questionnaire.  In  the 
third  siethod,  the  letter  was  sent  on  a saparate  paga  with 
tha  queatlonnalra,  and  the  note  at  tha  bottcai  of 


tha  iettar 


RBSBMtO!  PROJECT  POft  SUSIMBSS  PUUmXHS 


total  ntnaber 


anployaaa  Is 


futuxe  oparatlonc 


c oo^anjr  prepare  written  over-all  plane  for 


c.  And  for  what  perioda  of  tine  in  the  faturei  

Doea  your  conparv  evaluate  Its  product*  aa  a part  of  its 
planning  for  future  operaticnat 


Doee  your  company  have  an  Individual  or  organisation 
which  is  specifically  assigned  the  responaihlllty  for 
product  planning  on  a full  tine  baalsi 


Hbo  actually  does  sssst  of  the  work  la  planning  the  oon- 
paiqr's  products  ■ 

Marketing  __ 

Engineering  a Research  

Other  (specify)  

What  would  you  say  is  the  nsster  strategy  of  your  fm> 

Innovation  leader  ___  Hlgh-qnallty  leader  

Xnltator  - low  coat  Short-term  profiteer  

High  volume  - low  cost  other  (Specify) 


Hliat  do  you  ocnslder  to  be  the  key  fsetore  in  planning 
your  ccaipany'B  future  survival  and  growth! 


»stlonnalr« 


■k*d  tlia  reaponde 


ratum  both  pages  If  be  wanted 


nary  of  tba  reaulta.  In  all  caaaa,  the  lettara  were  addreaaad 
to  the  president  of  the  oonpany  by  nans,  and  a return  ad- 
draaaed  envelope  with  postage  stan^  affixed  was  enclosed. 

The  questionnaire  was  designed  to  be  brief  and  yet  to 
uncover  the  infonnatlon  aoaght  in  so  far  as  this  would  be 
possible.  The  difficulties  which  arise  witb  a abort  gues- 
Clozmalre  are  due  to  problans  of  definitions  of  teraa,  Bla- 
Interpretatlon  due  to  lack  of  sufficient  explanation,  and 
sljsply  that  all  the  questions  cannot  be  Included  which  aOght 
be  desirable.  The  big  advantage  of  the  short  questionnaire 
Is,  of  course,  the  likelihood  of  obtaining  a greater  ntaber 
of  responses.  In  thla  Investigation,  It  was  felt  that  a 
large  nuAar  of  answers  to  a few  key  questions  would  be  of 
more  value  than  a vary  faw  responses  to  a large  nuaber  of 
questions.  The  pretest  of  tbe  queatlonnalrs  did  not  show 
any  need  for  revision. 

Tbe  pretest  was  not  very  discriminating  with  respect  to 
tbe  aethods  of  transalttlng  tbe  quaatloanalra.  The  results 
for  the  three  methods  were  as  followsi 

Method  1 - 9 replies 

Method  2-11  replies 
Method  3-8  replies 

The  first  Bsthod  resulted  in  a very  quick  response  In 
the  first  faw  days.  At  the  and  of  ten  days,  snre  responses 
had  been  received  from  the  first  type  of  letter  than  frcB 
the  other  two.  Therefore,  the  letter  shown  in  Plgura  5 with 
tha  questionnaire  on  the  back  was  sent  to  the  printer  for 


production  of 
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U>IVSR8ITy  OP  PlKHtim 
Galnesvilla 

Colla9a  of  Buslnaas  Adnlalatiatlon 
Dapartaant  of  Haxkattng 

Octobar  30.  1961 


Prankly  l naad  your  halp  and  aa  aaking  tba  favor  of  your 
giving  ne  a few  nlnutaa  of  your  tlsa. 

For  ay  doctoral  rasearA  project  1 an  gathering  by  varloua 
netbode  Infomtion  on  bnalnaae  planning.  On  the  xaverae 
aide  le  a brief  queatloanalra  which  I believe  you  can  anawar 
without  reference  to  other  data.  The  nuabar  of  quaitiona 
hae  been  kept  to  an  abaoluta  your  convenience. 

Since  tha  aanple  of  Inqulrlea  la  asiall,  tha  succesa  of  the 
study  depanda  upon  ay  obtaining  practically  a lOOX  raapoias. 
naturally  all  Infonatlon  which  you  supply  will  be  kept 

Your  help  would  certainly  ba  appraolatad,  and  I would  be 
glad  to  send  you  a sumaxy  of  the  respoaaaa. 

Very  truly  youra. 


Figure  5.— First  Pratt 


uo 

of  the  naxt  wmX,  bowovar,  zcpll««  ftcn  tti*  otber  pratait 
BUnplaa  vara  racalvad  sporadically  until  Um  raaulta  wara  as 
abom  abova.  l!hla  ebazactatlatle  of  tba  lattar  shown  in 
Figure  5 to  bring  an  lamediata  responsa  was  noted  also  from 
the  results  of  the  aaln  aialllng. 

Iba  Bain  sailing  consisted  of  340  letters  to  sake  a 
total  of  400.  Subsequently  an  additional  isaUlng  of  30  lat~ 
tera  was  Bade  on  Which  the  return  esvclopes  bad  an  alnall 
ataap  affixed  to  nake  a total  of  420  mailings,  only  sersn 
zepllaa  were  racalvad  from  the  lattar  stalling.  Of  the  total 
stalling  of  420  lattars,  102  repllea  wars  received.  This  la 
a response  of  46  par  cent. 

A minor  difficulty  occurred  whan  the  nun^er  of  asployaea 
in  the  fins  as  reported  In  the  returned  questionnaires  did 

tors  and  gcaeutlves  1661.  In  very  few  cases  was  the  differ- 
ence great  enough  to  change  the  classification  of  the  firm. 
Because  costparablc  Information  on  Ote  slse  of  the  fins  was 
obviously  not  available  for  firms  which  did  not  reply.  Poor's 
figures  were  used  bo  provide  a ceoson  basis  In  all  cases 
where  they  were  given. 

The  'representativeness*  of  the  flma  selected  of  all 
firms  In  the  United  States  may  be  evaluated  roughly  frcm 
examination  of  Tables  4,  5.  and  6.  In  Table  4 It  may  be  ob- 
served that  thirty-nine  states  are  represented  with  the 
larger  numbers  of  questionnaires  going  to  the  heavily  In- 
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Isislilllsalilslill 


112 


TABU  5 

WESTIOIDMIBBS  ClAfiSIFlED  BY  PBIMMIY 
SMSDARO  SDUSTRIAL  CLA5SZFICATI0II 


Standard  m 
<81C) 


Ho.  of  Qusstlonnalzes 


Hailod  Retumod 


20  Pood  and  kindred  product*  7 

21  Tobacco  nanufacturlag 

22  Textile  alll  product*  2B 

23  Apparel  and  related  products  25 

24  Lumber  and  wood  product*  7 

25  PuTBlture  and  fixture*  26 

26  Paper  and  allied  product*  14 

27  Printing  and  publishing  2 

28  Chanical*  and  allied 

29  Petroleum  refining  7 

30  Rubber  product*  9 

31  Leather  products  15 

32  stone,  clay,  and  glass 

pr^ucts  19 

33  Prlnary  metal  IS 

34  Fabricated  metal  products  50 

35  Hachinery  (excluding 

electrical)  73 

36  Blaetrieal  machinery  37 

37  Transportation  equiissant  16 

36  Profeaslonal  and  ■cientiflc 

inatrumenta  15 

39  Kiecellanaou*  manufacturing 

50  Hholeaale  and  retail  trada  2 

onknown 


10 


192 


U3 


TABLt  6 

CUSSTIOmillSS  CIASSIFISD  BY  HUMBEB 
OP  BMPlOYUS  IB  IS  COKPASV 


Buid>«r  of  Boployeoa 


HBllod  Bcturnod 


Par  caat  Retumod 
of 

BUBbar  Ballad  out 


Total 


79 


116 

32 

45 


66 


SS 

66 

46 
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Table  S 9lvas  Bosa  Indication  of  tba  covaraga  by  indus- 
try. Thera  ara  sooe  drawbacks  with  this  type  of  classlflca- 
tloa,  howaver.  First,  only  the  first  two  digits  of  the  four- 
digit  standard  Industrial  classification  C8IC)  nunber  are 
used  so  that  the  grouping  is  fairly  coarse.  It  was  not  con- 
venient to  use  threa  or  four  digits  because  of  the  length  of 
the  listing  in  such  a case.  Further,  nany  flms  have  free 
two  to  four  SIC  nusbers,  and  the  conblnatlon  of  thasa  nusbars 
are  practically  unlgue.  Therefore,  only  the  first  SIC  num- 
ber given  in  foor's  Register  of  Directors  and  axecutlves  19S1 
has  been  enployed.  It  la  for  this  reasmi  that  a fine  which 
conducts  nanufacturlng,  wholesaling,  and  retailing  could  be 
selected  and  appear  under  stoSO,  a nonoanufacturing  classi- 
fication. 

Although  the  Industry  and  the  type  of  business  in  which 
the  fin  is  engaged  have  a great  effect  on  the  fina's  netbod 
of  operation  and  outlook,  the  else  of  the  flra  will  also 
have  considerable  weight.  Table  6 shows  the  nuaber  of  flms 
selected  and  the  nuiber  reporting  in  this  study  classified 
according  to  the  nuaber  of  onployees  in  the  fim.  As  would 
be  expected,  there  ara  more  'snail'  flms  than  'large'  flms. 

Rseults 


Froduct  planning  as  new  product  develoBetent.  Ouastions 
€ and  7 provide  infomation  on  whether  product  planning  is 
considered  in  terns  of  present  products,  new  products,  or 


products  togethe 
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HKStER  STSATBCIEe  (OOCBtion  6} 


else  of  Pirn 
HO.  of  finployB 


rixBs 


Under 
100  - 


1,000  - 9,999 


unknown 

Liquidated 


36  4 9 


LEOBIBi  a - Innovation  leader 
b - xnitator  - low  coat 
c - High  voluae  - low  ooBt 
d - High  quality  leader 
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VABU  7— Exteneion 


WiuAer  of  rims 


1.  d-Sopply  cuatosoc  naeda 

2.  constant  tralntag  of  salss  fores 
1.  Bard  work,  long  hours 


1.  So  produca  best  product  at  lowest 

2.  Quality  sarvlcs-value  features 

3.  ad-Sesaareh  oriented 


flnas  Tcplylsg,  69 


tei  strstaglea  of  tb«  flzn.  of  tlx*  las 
of  thoaa  included  Innovation  ae  part  of 
strategy  according  to  the  list  below  taken  frca 


* Innovatim  leader 

- Innovation  leader,  Inltatos/low-cost 

- Innovation  leader,  hlgb-voluM/low-oost 

- innovation  leader,  higb  quality  leader 

- innovation  leader,  bigh-volune/low  coat, 

high  quality  leader 

- Innovation  leader  and  other  strategies 
r - Innovation  leader,  high  quall^  leader, 

research  oriented 


69 

These,  then,  are  the  flnas  that  place  heavy  eiq>basla  on 
new  products  In  any  planning  which  they  conduct.  It  la  not 
poaalhle  to  toll  fron  these  data  whathar  present  products  are 
also  studied  and  plans  laade  for  dropping  the  less  profitable 
ones.  Thirteen  fins,  the  ijaltator/low-oost  fim,  are  also 
concerned  with  planning  of  future  products.  Their  plans,  of 
course,  deal  with  bow  to  find  products,  not  how  to  develop 
than.  The  three  finas  which  nention  short-ter»  profiteering 
■Bust  be  concerned  with  both  finding  new  products  and  dropping 
old  products  quickly  before  profits  decline  very  far. 

The  large  nuaber  of  fims  clalalng  high  qnall^  leader- 
ship, 126  out  of  lee  replying  are  classified  below  on  the 


isle  of  T 


- High  quality  leader 

- Innovation  leader,  high  quality  lea 

- Blgh-voluBe/low-oost,  hig*  ' " 

- innovation  leader,  hlgh-v 


Si3s«S!-; 


cde  - High  quality  leader  and  other  etrategiea 
other  - High  quality  leader  and  supply  custoeier 
-othar  - Innovation  leader,  high  quality  leader. 
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T)i«aa  £lin«  nay  or  may  not  oonaidar  new  producta  baavlly 
In  thalr  planning.  Blgh  quality  leadaraMp  la  a conaarvatlve 
approach,  and  nany  of  theae  flma  nay  bo  producing  tba  aane 
producta  yaar  aftar  yaar  with  nlnor  Inprovaoanta  baaad  on 
cuatonar  ooaplalnta.  At  tha  othar  extrana,  flna  nay  con- 


elder  quality  aa  aatoodying  tha  lataet  aignlficant  Innovation 
and  plan  for  najor  Ijaprovananta  each  year.  Automobiles,  ap- 
pliances, and  drugs  are  exanplaa  of  products  where  quality 
la  regarded  in  this  laanner. 

The  replies  to  Question  7 also  reflaet  the  aa^iasls 
whlOh  conpanles  plaea  on  Innovation.  These  results  are  sus- 
BVriaed  in  Table  8.  Product  planning  with  anphaala  on  new 
^odocts  was  tha  tbena  In  76  of  the  101  replies  Hated  under 
caaun  nimima  amp  PmanTCra.  ae  detamlned  from  axanlnatlon 
of  tha  Individual  replies.  Only  those  fine  stating  that 
blgh  quallQr  products  was  a key  factor  and  aoaie  of  those 
stating  that  meeting  ccavetltlon  was  a key  factor  did  sot 
iBsntlon  new  producta.  The  18  replies  giving  as  a key  factor 

the  other  101  raplias  sake  a total  of  143  santlona  of  Innova- 


tion aa  a factor  in  survival  and  growth 
7 which  Indicate  a preoccupation  with  p 


ttspllaa 


are  to  get  sore  nllaage  out  of  current  products,  concern 
with  coBpetltlon  Is  often  combined  with  those  key  factors. 
Xt  appears  that  fines  which  cempete  on  the  basis  of  price 
and  market  characteristics  of  established  products  worry 
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8DH4ARY  OF  KBY  FACTORS  HI  COMFAlRr  PLUOmiS 


COHPABY  FLAmZHG  A2ID  FftODDCIS 
L0D9-TU190  pliuuilji9 
Product  planning 
Slverslficatlon 
Hew  pcoducta 
Product  inprovanent 
High  quality  producte 

New  uaea  or  adaptatlona  of  product! 
Meet  and  beat  eos^etltlon 


3BHBIUU.  mWfiSHEm 

Hanagasant  and  organlcation 
Total 

HARKETIHS 

Oaneral  aarkating 

Anticipating  and/or  adapting  to  aarkat  need 
Xncraaae  ealaa  or  naintain  adequate  volume 
Sale!  pereoonel 
Diatrlbutlon 


HAHOFACTURZMS 
Labor  coat! 

Coat  reduction  and  control 
Production  laetboda 


4!- 


AHD  DBVBLOFKSHT 


2« 


FIHAHCE 

Increaaa  profita 
Financial  planning 

MI8CBLLABS0C6 
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nox«  •bent  cloaa  coopatltlon.  Thoaa  flzu  wblch  concantrata 
noRtly  on  aehiavlng  Innovations  aran't  so  concerned  about 
competition  In  tba  price  area.  This  la  not  a new  idea,  since 
econcealc  tbaory  ahoMs  tbat  tbe  aonopollstlc  competitor  has  a 
llaltad  monopoly  and  soma  pricing  discretion. 


Question  7 Hated  under  antlcltatlna  and/or  Adapting  to  ner- 
kat  aaada  as  a key  factor  la  company  survival  shew  that  prod- 
uct planning  Is  market  oriented.  Typical  replies  arei 
TO  keep  abreast  of  customers'  needs. 


To  anticipate  market  needs  2 years  la  advance. 


Anticipation  of  consumers' 


right  products, 


styling  Is,  of  course,  predominately  customer  oriented. 
There  la  also  a sprlakliag  of  replies  under  the  other  head- 
ings of  Table  8 whlcdi  show  an  awareness  of  the  dselrabUtty 
of  products  to  fit  the  market,  for  example,  under  Production 
Methods,  one  reply  was,  ‘Keep  abreast  of  technological  ad- 
vances In  production  techniques  and  customer  applications. * 
On  the  whole,  however,  only  about  S9  out  of  tbe  275 
factors  listed  took  cognisance  of  tbe  idea  that  the  view- 
point of  tbe  customer  Is  Important,  since  the  Idea  of  In- 
novation was  so  popular,  the  respondents  msy  have  beam  aware 
of  what  innovations  wsre  required  In  their  fields  to  mast 
market  demands,  and  hmice  the  main  problma  was  to  be  sbla  to 
develop  and  produce  such  innovations.  On  the  other  hand. 


there  may  ba 


cecognitlon  that  innovation 
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cooaldcntlon  of  narkei:  needs  any  be  dieastsoue  at  sc 


Replies  to  Question  3 show  that  almost  all  fins  evaluate 
PEoduote  in  their  planning  for  tbs  future  (Vable  9] . Ibis 
appears  to  bo  true  regardless  of  tbs  size  of  tbe  flra.  Since 
so  many  firms  plan  for  tbe  futurSf  Table  10  probably  does  not 
show  tbe  whole  picture.  It  is  quite  likely  that  more  firms 
do  some  long-range  planning  but  not  for  tbe  entire  operation 
of  tbs  company,  from  table  lO.  it  appears  that  tbe  ratio  of 

that  do  net  is  1<2.  There  appears  to  be  a drasatic  change 
in  going  to  firms  with  1,000  or  more  casployees.  Twice  as 
many  of  these  larger  firms  do  prepare  conprdiensive  plans  as 
do  not.  Five  out  of  16  fitna  with  less  than  100  e^loyeaa 
preparing  plans  do  so  for  three  or  more  years  in  advance. 
Among  tbe  b«o  olassifioatione  of  largest  firms,  IS  out  of 
19  prepare  long-range  plans.  Firms  of  intermediate  site  are 
divided  about  equally  into  the  long-range  and  short-range 

Under  headings  of  Long-range  Planning  and  Product  Plan- 
ning of  Table  8.  a scattering  of  replies  include  product 
planning  in  long-range  planning. 

Intermediate-,  and  short-rap°-  pisenieg  in  reUtion  to 
product  Dlanninc.  The  previous  discuesion  covered  this  r^ 
lationshlp  to  a greet  extent.  It  should  be  painted  out  hare, 
however,  the  dividing  line  between  long-range  end  abort- 
range  planning  is  far  from  clear  cut.  In  tbe  clothing 


in  relation  to  product  Planning. 
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ln*»«try,  *Xong-raiig«"  nay  b«  on*  or  two  year*  ahead.  Sbort- 
ranfe  nay  be  oonalderad  to  ba  lea*  »Hjiw  on*  year,  or  on* 
B*aaoa  In  sen*  oasea.  The  repllaa  to  Quaatlon  7 (Tabl*  e) 
Indicated  that  abort-range  planning  la  concentrated  lafgaly 
on  product*  and  product  planning.  Sbort-ranga  planning  la 
uaually  a part  of  the  long-rang*  plana  If  long-rang*  plana 

Product  ..  m,  baale  bualneaa  atrateov.  Several 

seta  of  result*  Indicate  that  product  planning  la  the  baalc 
strategy  of  the  flm.  First,  alnost  all  coatpanlas  include 
product  evaluation  In  planning  future  operations  (Table  9] . 
Secondly,  there  bae  been  a growing  recognition  of  the  need 
for  organising  the  fin  to  conduct  product  planning  on  a 
continuous  basis.  Prior  to  194S,  there  were  probably  no 
fins  with  a fornally  organised  product  planning  function. 
According  to  Table  11,  however,  35  per  cent  of  the  flms  sur- 
v^ed  ncM  have  a full-tine  Individual  or  organisation  respon- 
sible for  product  planning.  It  la  very  llHely  that  a large 
laajorl^  of  fine  have  an  Individual  or  group  reaponalbla  for 
product  planning  on  a part-tlow  basis.  It  Is  also  ijaportant 


Letpatea  in  product  planning 


12fi 
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TABI£  12 

HBO  DOBS  TBB  PIAHBIBQ  POD  PRODUCTS? 
(Ousatlon  5) 


Under  100 
100  - 199 


15  3 5 

2 2 5 1 2 


1,000  - 9,999 


DalcDotm 

Li^ldeted 
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TABU  12— Exfnaton 


1.  d-T«ohBlcal  rMMxcb 

2.  a-Advartlitag  agancy  1 

1.  abc-and  Product  Planning  Hanagec 

2 . a-D«aignax 

3 . a*6tyla 
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Th«  foul  raBBlalng  flxaa  which  rstarnad  th»  quaatioit' 
naira  had  gone  out  of  baalnaas,  poealbly  bacauae  they  say 
have  naglactad  product  planning.  Ona  company  apaolflad  for- 
eign cospatitioD  aa  the  cauae  of  liquidation.  Although  for 
larger  companiaa  the  tandancy  appaara,  from  Table  12,  to 
delegate  the  product  planning  work,  it  appaara  that  top  man- 
aganent  partlcipatea  in  product  planning  probably  by  naana 
of  ravicwa  of  plana  and  declaion  making. 

Although  fima  Hat  a number  of  atratoglaa  aa  their 
maater  strategy  (Table  7).  practioally  all  of  theae  strate- 
gies hinge  upon  their  ooncapt  of  their  products.  EUgh- 
volume/low-coat  products,  for  example,  reflect  a product 
which  is  suited  to  maea  marketa  at  low  prieas.  The  pcocedura 
of  locating,  engineering,  manufacturing,  and  marketing  such 
a product  where  profit  margins  are  typically  small  raquirea 
careful  planning  to  prevent  a large  loss  instead  of  a profit. 
Short-term  profiteers  must  he  on  the  lookout  for  special 
products  and  must  plan  to  have  thma  available  at  the  right 
time.  The  other  principal  strategies  such  as  innovation 
leader,  ImltatorAow-cost,  and  high-quality  leader  axe  ob- 
viously strategies  equlvslent  to  product  planning. 

Importance  of  product  planning.  Tbs  Importance  of  prod- 

that  top  management  participates  in  product  planning  in  al- 
ia that  the  master  etrategles  of  practically  all  the 
are  product  planning  strataglas. 


firms 


187  fit 
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OrgulMtlon  tar  product 

AooordlAg  to  Tabla  11,  67  out  of 
Ized  for  product  pluming  on  a full-tine  baeie.  Tabla  12 
abowa  that  aore  than  one  functional  group  baa  raaponsibllity 
for  product  planning  in  59  of  the  187  raapoiding  flraa*  In 
■eany  caeaa.  tbe  repliaa  atated  that  there  waa  a ocaalttee 
arrangeaiant.  in  other  caaea  where  it  waa  not  ao  atated,  the 
coenlttee  la  the  llXely  vUilola.  m the  anall  oonpanlea,  top 
nanageawnt  la  uaually  tbe  general  laanager  or  head  of  the  flm 
hlmaelf.  In  larger  oonpanlea,  top  nanagenent  often  connotee 
the  general  taanager  and  thoee  aanagera  who  r^ort  directly 
to  his.  niua,  there  la  no  way  of  tolling  fros  tbe  survey 
how  ooasson  it  la  to  vapley  ooaadttaea  for  product  planning. 
Since  product  planning  covera  ao  nany  funetlone.  It  la  likely 
that  the  coBoalttee  fors  la  sore  prevalent  than  can  be  abown 

ConclBa»~»e  the  Will  Suryev 

Product 

ProB  the  nature  of  product  planning,  it  la  possible  to 
deduce  how  the  responding  flrsa  view  the  product  either  ex- 
plicitly or  Ijapllcitly.  In  new  product  developnent,  innova- 
tions of  various  klnda  are  sentloned  specifically  suA  as 
function,  long  life,  style,  nrketlng  features,  and  generally 
any  charaoterlatlca  which  would  aatlafy  potential  cuatonere. 
Producta  suet  be  developed  to  satlefy  the  varloue  and  chang- 
ing naeds  of  cuatosere.  Viewing  the  product  fros  the  reverse 
direction,  the  strategies  of  flass  and  the  key  factors  for 


snsldt 


portunlty  ooat.  profits.  produclbUlty.  product  a^.  and 
BarketlAg  mix.  tluu  "product*  has  a broad  coxiDotation.  and 
products  may  bs  dlffarsntlated  In  many  vaya  In  ths  ay as  of 
the  custoasrs  and  In  a nuiAar  of  other  vaya  In  the  eyes  of 
the  producer.  The  mall  survey  thus  substantiates  the  broad 
definition  of  product  used  in  the  hypothesis. 

Product  plannina 

The  mall  survey  oonflrms  the  vleo  that  product  planning 
la  concerned  with  not  Just  ooncelvlng  new  pgreducts,  bat  with 
the  developaent,  production,  and  marketing  of  such  products 
as  will  result  In  the  firm's  prljaary  goal  of  survival.  The 
key  factors  for  aurvlval  end  growth  show  that  each  of  these 
factors  la  amphasised  by  many  flxae.  although  a single  firm 
may  have  listed  only  one  or  two.  in  long-range  planning  and 
product  planning,  however,  it  was  found  that  top  nanaganent 
Is  heavily  involved.  The  implication  Is  that  several  major 
organisational  ecokponents  of  the  conipany  partlclpets  in 
product  planning,  in  many  cases,  two  or  more  organisations 
ware  apeclfled  as  reeponslble  for  product  planning,  often  by 
mesne  of  coamitteea . 

Product  planning  Is  an  Integral  part  of  abort-.  Inter- 
mediate-, and  long-range  over-all  rympany  plans  to  achieve 
cODpeny  goals,  inxus,  product  planning  by  these  firms  fits 
the  definition  of  the  hypothesis  provided  It  can  be  shown 
that  strategy  la  properly  defined. 


132 

Btrataqy 

Tha  flxBS  currayad,  In  ganaral.  mtika  plana  for  tba 
future  on  a parlodlo  baala.  Tbaaa  plana  are  a saana  for 
aettlng  pattama  of  aotlon  vhlcb  will  lead  to  tha  achlar^ 
neot  of  goala.  Tba  goal  which  aeene  to  docalnate  la  that  of 
anrvlval  beoauaa  the  fear  of  damaging  competitive  action 
cure  in  many  forma  in  tha  anawera.  Tha  flrm’e  act Iona  are 
planned  in  an  environment  where  oonflletlag  partlolpanta 
(competltora)  and  conflicting  or  oooparating  partlclpanta 
(govemmente}  axlat.  rrco  this  It  la  apparent  that  tha 
definition  of  strategy  la  conalatent  with  the  Informatloi 
crovldad  by  the  survey. 


rasult*  of  tbe  tlixM  raeaucbao 


Xn  this  diaptor  the  r 
will  b«  ooiiipuad  to  If  thcv  oorroborate  aaob  othor  and 
to  toat  tfaa  bypotheals.  Tho  toimlnology  uaod  In  the  aua^ 
■ary  will  be  that  which  appeased  In  the  sacDlta  of  the  re- 
sear^ee.  The  reeulte  developed  In  the  eusnaxy  will  thoi  be 
applied  to  the  hypothesla. 


■atore  »~d  t-nn.-«-^,^ce  of  product  olannlne 

atose  eeaxcb  showed  that  Boat  wrltete  are  conocraed  with 
product  planning  a*  new  product  develo^ent.  61xty-foui  of 
tbs  168  artloles  or  papers  which  were  reviewed  dealt  with  an 
laportant  phase  of  new  product  developoent.  This  nuaber  re^ 
resents  38  per  ecnt  of  the  total.  Many  of  the  larger  end 
■ore  carefully  written  artloles  develop  procedures  for  new 
product  planning  froo  conception  to  productlm. 

The  two  large  conpanles  which  were  studied  also  seeia 
aost  preoccupied  with  new  product  planning,  oeneral  electric, 
at  the  corporate  level,  la  looking  ahead  for  new  frontiers  to 
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conquer  ratliax  than  focusing  on  tha  proqcass  of  old  lines, 
general  Bleetrle'e  training  course  on  product  planning  Is 
devoted  salnly  to  ne»  product  planning,  although  the  chapter 

the  product  six  to  achieve  narketlng  goals.  At  tha  XMpart- 
aant  level,  product  planning  generally  la  directed  towards 
gradual  InprovoientB  so  that  Inprovsd  sodels  sl^ly  replaoe 
older  sodels.  Breakthroughs  oonelst  ns inly  of  new  cosponents 
for  the  ease  products.  Weakening  of  sales  of  old  sodels  Is 
reflected  in  forecasts  and  budgets.  Coming  alass  follows  a 
slstlar  pattern.  Corporate  plannara  think  in  terms  of  new 
product  areas,  while  at  the  plant  level,  gradual  Isprovsaaats 
are  aade.  Host  of  the  planning  and  forecasting  fonts  lAlch 
Coming  glass  uses  are  concerned  with  the  coanarclal  posel* 
bllltlea  of  new  and  present  products.  There  are  annual  fora- 

Since  budgets  are  based  on  these  forecasts,  old  profitless 
products  are  autosatloally  weeded  out  as  funde  are  diverted 
to  developing  markets  for  new  products. 

product  since  It  Is  a new  cosapany.  The  company  Is  looking 
at  tha  one  product  slnos  all  Its  resources  are  conltted  to 
this  product. 

The  mall  surv^  shows  considerable  preoccupation  with 
new  product  planning  Including  product  lapravamant  rather 
than  efforts  to  continually  evaluate  tha  product  line  ae  a 
whole.  Again,  tha  Impreasion  is  that  prevent  produeta  offer 


ich  produeta  just 


Th*  planning 


having  enough  nm  ivodocts.  The  tljnlng  of  new  or  li^roved 
proOucta  to  replace  old  producta  doesn't  appear  to  enter  into 
the  planning.  n>e  repliea  clasaifled  under  COMPAMV  PlJunriHG 
AMD  PBOngCTS  and  MBMOgPIB..  MSBASCa  AHP.  DEVELOWmn  In 
Table  8 provide  the  basis  for  this  ooaolualon.  While  not 
all  repliea  In  these  two  categories  Indicated  that  product 
planning  was  concerned  with  new  product  developnent,  85  r^ 
piles  or  44  per  cant  of  all  replies  related  pcodnct  planning 
to  nma  product  developaent. 

Despite  this  apparent  sophaala  la  all  three  raaearcbes 
on  new  products,  there  la  still  subatantial  reaognitien  that 
planning  eust  take  into  aetount  present  products.  This  was 
mentioned  above  with  regard  to  the  two  large  conpanles  In 
connection  with  their  use  of  forecasts  and  budgets,  non 
the  mall  survey,  nany  of  the  replies  to  Question  7 classified 
undar  General  warketlnq  and  Antlctnatlna  and/or  Adantlna  to 
Market  Seeds  took  cognlaancs  of  the  need  to  plan  for  dropping 
eld  producta.  Tbua,  despite  the  enpbesls  on  new  and  i^roved 
product  planning,  the  conclusion  must  be  drawn  that  product 
planning  covers  all  products  in  the  product  mix. 

swvt..,.»  ..  -.>ket  orlanted.  There  appears  to 

bs  no  doubt  that  product  planning  Is  orlanted  twarde  wbat 

firms  specifically  the  need  for  meklng  products  to  fit  msr- 
kets.  not  vice  versa.  la  tbe  Goasumer  field  In  particular, 
the  developoant  of  'conaumer  motivation*  reaearch  pointa 


up.  in  the  Industrial  field,  the  increasing  sophat 
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OD  aarkct  rascardi  to  deteralaa  what  th«  oustenar  wants  with 
ragazd  to  funotlon,  stjria,  quality,  and  prtca  alao  eonflEBs 
tha  cuitoaar  orlantatlon. 

eanaral  Blactric  aatphaslzas  In  all  Ita  lltaiatuza  that 
"the  cuat»ar  la  king.*  The  fact  that  in  Oanaral  slaetric 
tha  product  planning  function  la  located  in  tha  nazkatlng 
organlaation  is  an  li^lanantatloa  of  such  a beliaf.  Corning 
elaaa  baaas  ita  product  devalopoant,  to  a groat  extant,  on 
axiatlng  areas  wbaza  technological  inprovtaoit  la  known  to 
be  needed  by  euatoisara.  Randae  syatatu'  only  product  is 
baaed  upon  a knom  cuatonar  mad  for  faataz  and  cheaper  bil- 
ling netbode.  mua,  planning  for  aarketa  nuat  go  hand  in 
hand  with  product  innovation  and  production. 

The  aail  survey  ahewsd  that  product  innovation  was  a 
k«v  factor  in  company  operation.  Hhila  inich  emphasis  was 
placed  on  developing  products  to  meet  market  needs,  there 
was  not  much  msphaBia  on  finding  out  what  these  needs  would 
be.  Hevertheleea,  companies  recognised,  in  general,  that 
products  ifUBt  be  in  line  with  changing  market  nseda. 

lonarranae  PlannlrsB  In  relation  to  prodoet 
The  steps  la  long-range  planning  listed  by  Bruce  Payne  are 
reprsaantative  of  the  writings  on  the  aubieot  and  agree  with 
the  studies  of  the  two  compenles.  An  audit  of  the  company 'a 
projection  of  the  future  environment  form  the  basis  for  prod- 


Long-range  planning  in  Gneral  Electric  and  Coming 
glass  Horks  was  found  to  be  centered  on  projected  aarkct 


oeade  la  the  ' ight  of 
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Iiong-rango  plaaning  la  thua  focnaed  on  prodnsta  of  tba  future. 
Jua  a baala  for  datenalning  the  cospuiy'a  future  product  araaa, 
the  capabilitlee  of  the  ooapany  and  the  anvlrooBent  are 
atudied  in  each  case.  Raadac  syatona  la  not  coacamed  with 
the  long-rasge  viewpoint  until  It  dcteralaea  whether  It  will 
achieve  Ita  Imaedlate  objectlvea. 

The  Mil  aurv^  ahowed  that  40  per  cent  of  firaa  of  all 
alaea  prepare  written  over-all  plane,  hlaoet  20  per  cent  of 
all  finaa  anawarlng  prepare  plane  extending  three  yeare 
Into  the  future.  Since  the  literature  clalna  that  long- 
range  planning  was  rare  only  tea  or  flften  yeara  ago,  the 
nail  survey  provides  evldenoe  of  a trend.  It  la  very  likely 
that  May  coaipanles  which  do  not  prepare  written  and  over-all 
plana  do  prepare  long-range  plana  relating  to  products  and 
profits.  An  overwhelming  92  per  cent  of  the  flma  claln  to 
evaluate  their  products  In  planning  for  the  future.  This 
Buggests  that  at  least  this  aunber  conduct  planning  of  scaM 
kind  and  quite  poaalbly  on  a long-range  basis. 

rntermediete-  epd  Bianninq  m relation  to 

product  pisTmina-  The  literature  provided  very  little  on  the 
subject  of  intenaediate-  and  short-range  planning.  Such  In- 
formation as  was  covered  dealt  mainly  with  budgeting  or 
check  Hats  for  new  products. 

Intermediate-  and  short-range  planning  in  the  two  large 
cos^anlea  are  tied  directly  to  products.  Profits  are  vary 
aaneltlve  to  products  which  fall  behind  in  the  competitive 
race.  Therefore,  the  shorter  range  plans  of  both  oonpanlas 
conslat  of  detailed  plana,  including  budgets,  for  engineering. 
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Muiufacturlng,  and  narketing.  Syndironlsatlon  of  thaaa  af- 
forca  la  eaphaaiaad  by  tba  plana  for  axpendlturaa  on  aacta. 
Randac  Systana  anfbaalaad  tha  abort-ranga  aapact  of  planning, 
although  only  aarkatlag  and  anglnaarlng  ware  Inoludad.  Manu- 
facturing plana  could  not  be  prepared  econeoloally  until  a 
major  policy  daelalon  could  be  nada.  Bowevar,  ahort-ranga 
plana  were  conplately  centecad  In  tba  davalofoent  of  tha 
Blngle  product  In  tha  light  of  a continuing  atudy  of  cuatcBar 
needa  for  a low-ooat  alactronlc  typing  and  coaiputlng  device. 

Tha  Ball  aurvay  ahewed  that  about  50  per.  cant  of  tba 
72  flxiaa  preparing  written  plana  and  anawerlog  tha  aaoond 
part  of  Oueatlon  2 of  tha  aurvay  (Table  10],  prepare  plane 
extending  laaa  than  three  yaara  Into  the  future.  Particu- 
larly. flma  in  tba  clothing  Induatry  auat  adapt  to  rapid 
ohangea  la  atyla,  and  hence  ahort-ranga  plane  are  critloal. 
Baeauaa  Bany  clothing  flma  are  asall,  they  do  not,  In  gen- 
eral, aaika  long-range  plana  relating  to  their  produeta. 

In  aunaary,  Intenuedlate-  and  abort-range  plana  appear 
to  be  baaed  on  produota  and  repraaent  detailing  of  the  early 
portlona  of  long-range  plana,  all  buelneae  functieata  auat 
be  planned  In  advance  to  develop  produeta  ao  aa  to  Increaaa 
the  likelihood  of  oaxlaialng  proflta. 

..  the  baalc  atrategy.  Tha 

ooneenaua  of  the  wrltera  la  that  product  planning  la  at  tha 
heart  of  bualnaaa  atrategy,  although  a feu  auggeat  that  pro- 
fit planning  la  the  baalc  atrategy. 

The  general  glectrlc  Company  beliavea  that  product 


planning  dealt 
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to  pclee  it,  and  hew  to  dlatrUrats  it.  Products  mst  bs 
planned  to  satisfy  the  needs  and  desires  of  caatoners—this 
Is  the  only  vay  s fins  can  stay  In  bnsiness.  the  overriding 
Icog-'range  plan,  it  can  therefore  be  concluded,  is  based  upon 
product  planning,  this  product  planning  Includes  the  tialng 

nearing  and  aairketlng. 

Coming  Olass  centers  Its  strategy  around  planning  for 
products" -products  of  high  quall^  representlAg  major  Innova- 
tion vhen  possible.  As  with  general  Blectrlo.  the  long-range 
plans  are  based  upon  products  to  satisfy  now  markets  arising 
from  technological  advances.  As  with  gsmeral  Blactrlc,  long- 
range  planning  centered  on  product  planning  appears  to  ba  ths 
basic  business  stratagy.  tn  eatdi  ease,  the  firm's  resources, 
strengths  and  weaknesses,  the  future  business  environment, 
technological  advances,  and  actions  of  eoDvetltore  are  fac- 
tored Into  the  long-range  plans  for  the  compai^ ' s poroducta , 

In  ea^  oase,  there  is  continual  revision  of  plans  with  time. 

Por  Randac  syatema,  the  strategy  of  the  firm  and  its 
product  are  Inextricably  Intertwined,  nie  firm  has  entered 
Into  a high-risk  conflict  with  major  participants.  It  la 
planning  through  the  introduction  of  a considerable  Innova- 
tion within  a short  time  to  maneuver  to  achieve  one  of  Its 
alternative  goals,  thus.  Its  basic  stratagy  hlngss  on  Its 
product  plana. 

The  key  factors  In  company  planning  for  survival  and 
growth,  according  to  the  mall  survey,  consist  overwhelmingly 
of  company  and  product  planning.  These  factors  appeared  101 


out  of  a total  of  27B  factoi 


(•  Harkatlng,  aanufa 
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turiag,  and  anglnearlng  all  ralata  to  product  plaimlAg  la 
tka  broad  aanaa  and  warn  aantloaad  139  tlaaai  Tha  total  of 
230  kay  factora  beating  diractly  on  product  plaaalog  repra- 
aent  84  par  cent  of  all  factora  Hated,  As  a kay  factor  ua- 
datlylag  tha  flni'a  atrategy,  paroflta  were  Mntloned  only 
once.  Proflta  (or  at  leaat  no  continued  loaaae)  are  neoea- 
aary  for  a flna  to  aurvlve,  obvloualy,  but  tha  ccoelualon  la 
drawn  that  proflta  are  but  one  by-product  of  tha  auoceaafnl 
iBpleaantatlon  of  tha  undarlying  atrategy  of  the  fin. 

To  aunaariae,  all  three  raaaarchea  lead  to  tha  oonclu- 
alon  that  product  planning  la  the  underlylag  atrategy  of 
bualnaaa  fine.  Profits  result  froa  predueta,  and  profit 
analysis  la  only  one  of  nany  factors  Involved  In  evaluating 
^oducta  for  coaarclalltatlon. 


Product  planning  with 
cnptaaalB  on  product  Innovation  la  naoaasary  for  tha  survival 
and  growth  of  coopanles.  long-range  planning,  which  includes 
product  planning,  la  also  frequently  stated  by  writers  aa 
becoetlng  nore  of  a necessity  for  fins  to  adapt  to  the 
future  In  tins. 


me  inportanca  of  product  planning  In  Oeneral  Blaotrio 
Is  obvious.  Its  president,  Ralph  Cordlner,  hae  taken  a per- 
sonal Interest  In  developing  the  total  aarketlng  concept  and 
product  planning  aa  tha  aeans  for  integrating  the  business 
functions.  Oeneral  llactrlc  has  developed  a oourse  eapaclally 


product  planning.  Product  planning 
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BBiiageEB  acting  thzoogli  th«  xaviev  and  declslan-aiaking  pxe- 

Hhlla  Coming  Slaas  baa  not  bean  eoncemad  so  nucb  with 
the  thaoraticai  aspects,  the  cenpany  has  developed  well- 
defined  and  well-refined  product  planning  procedures.  As 
with  eanaral  Uectric,  highly  fomallaad  and  regular  long- 
range  product  plans  are  integrated  by  a product  planner  and 
then  reviewed  by  top  aanagasait. 

Randac  ^atseis,  of  course,  focuses  its  entire  planning 
on  its  one  product  at  present. 

The  Importance  of  product  planning  to  the  flm  is  under- 
lined by  the  r^liss  froa  the  Ball  survey.  Alnest  all  firms 
evaluate  products  in  planning  future  operations.  About 
36  per  ctat  of  the  187  firms  answering  Ouestlon  4 have  es- 
tablished a full-time  individual  or  organisation  to  conduct 
product  planning.  It  is  highly  probable  that  product  plan- 
ning la  carried  on  in  sene  form  or  other  by  almost  all  firms, 
but  only  on  a part  time  basis.  This  was  indloatsd  above  in 
the  dlaousslon  of  the  suxv^ed  flnae  Which  evaluate  producte 
in  planning  future  operatlona.  Top  management  was  shown  to 
be  Involved  in  product  planning  in  16S  out  of  the  192  firms 

It  can  be  concluded  that  product  planning  la  vital  to 
the  survival  of  the  firm  and  boice  any  aaatar  stra 
be  based  on  product  planning. 


itegy 
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ora»Bi««tioa  for  pra4°°* 

It  proAict  planning  1*  tl>a  naatar  stratsgy  of  tlxa  flxia, 
th<n  th«  firms  will  ba  ozgsnlaed  so  that  product  planning 
dacialona  will  ba  mada  by  top  nanaganent.  Top  nanagcaant 
■ay  wall  ba  Involvad  In  tha  actual  planning  proeaaa  as  wall 
as  In  dacislon-Biaklng  raviaws.  Tbs  lltaraturs  daalt  almost 
antlrsly  witb  casa  studios  of  tba  organisation  fcr  product 
planning,  bespits  tba  many  methods  of  organising,  top  man- 
agamant  took  an  activa  part  aithar  through  conalttaas  or  ra- 
viaws  for  decision  making.  Khan  product  planning  was  assigned 
to  marketing  or  rasaarch  and  development,  or  when  tha  ascha- 
niam  of  product  maitagara  was  employed,  the  rasponslblliqr 
for  planning  and  control  of  the  product  llna  was  assigned  to 
a position  which  reported  to  the  Oeneral  Manager. 

In  Ganeral  Electric,  the  Vies  President  - Harkatlng  sas- 
vicas  Is  directly  zasponslble  to  the  Prasidemt  for  develop- 
ing long-range  marketing  plans.  Ha  also  provides  assistance 
to  operating  Division  Vloa  Presidents  in  tha  planning  of  ma- 
jor areas  of  business  Interest.  Long-reinge  planning  is  the 
raaponelblllty  of  llna  executives,  each  operating  In  a nar- 
zowar  area  aocordlng  to  his  descending  position  in  the  organ- 
isational hierar^.  preparation  of  plans  for  coordinating 
product  anginearing,  manufacturing  and  marketing  is  assigned 
to  specialists  in  tha  marketing  organisations  of  product  De- 
partments. Decisions  are  made,  bowaver,  by  the  General  Man- 
ager In  consultation  with  his  functional  managers,  coming 
Glass  Is  also  organised  for  product  plana  prepared  by  a 
staff  apeeiallat  to  be  reviewed  by  top  management.  Thle 
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coap&ny  la  aora  highly  CMitrallzad,  and  tha  Preaidant  la  di- 
rectly Involved,  slallarly,  in  Randac  Syatone,  the  top  nan- 
agaaent  la  directly  involved  in  product  planning. 

The  mall  aurvey  ahcwed  the  trend  towarde  aaalgning  In- 
dlvlduala  to  product  planning  work  on  a full-tlae  baala.  It 
alec  ohoeed  the  high  participation  o£  top  Banageoent  In  prod- 

It  nay  be  concluded,  therefore,  that  product  planning 
la  ouch  a critical  function  of  conpanlea  that  top  nanagenent 
nuat  provide  direction  and  make  key  declalona.  Organization 
la  a vahicle  for  acconpllahing  the  goala  of  a company.  The 
faot  that  coiapaniaa  organize  for  the  product  planning  func- 
tion at  the  corporate  and  top  managenant  lavela  auggeata 


conclualona 

The  conclualona  nuat  be  concerned  vith  whether  the  bypo- 

wlth,  the  reaearch.  Hlth  reapeet  to  the  broad  definition  of 
product,  the  etudy  baa  ahown  that  products  must  be  planned 
to  meet  not  only  functional  neede,  but  payobologiool  aa^ 

aidea,  and  producara  are  particularly  Interaatad  In  the  aide 

opportunity  coat  with  reapeet  to  choice  of  producta,  profit 
margins,  produclblllty,  product  mix,  and  narkating  mix  re- 
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that  a broad  dafialtlon  of  product  nuat  be  taken  to  repre- 
sent  it  In  a reallatlo  Banner  with  ceepect  to  both  coaeuBera’ 

The  definition  of  atrategy  ia  conalataat  with  the  re- 
aulta  of  the  reaaarch.  That  la,  flxma  eogage  in  planning 
with  reapeot  to  their  reaourcee,  producta,  envlronnent,  and 
particlpanta  in  the  face  of  an  uncertain  future  in  order  to 
reach  goala.  Such  goela  may  differ  froa  firm  to  flra,  but 
the  planning  can  only  be  in  terns  of  the  fundamental  elaaianta 
just  listed  to  achieve  the  primary  goal  of  survival.  Such 
planning  le  long-range,  either  in  time  or  in  terms  of  the 

The  atrategy  of  the  fin  can  be  concluded,  therefore, 
to  be  product  planning,  where  product  planning  is  defined  In 
the  broad  aense  to  include  the  fundamental  elamanta,  all  of 
which  aast  pivot  upon  product  defined  in  the  broad  aense. 
Synchroiiaed  creation,  production,  and  marketing  of  produots 
to  achieve  cot^any  goala  are  based  on  the  atrategy  which  In- 
cludes the  elements  of  reaourcoa,  producta,  environment,  co- 
operating and  conflicting  participants,  and  uncartainty. 

The  writers  of  the  literature  are  most  advanced  in  their  con- 
cepts of  product  planning.  They  have  developed  elahorete, 
detailed,  and  highly  formalised  outllies  for  product  planning 
to  achieve  the  fundamental  ccaipany  goala  of  survival  and 
growth.  While  a few  academic  writera  believe  that  Informal 
working  ralatlonahlps  and  a climate  for  creativity  ara  essen- 
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innovation. 
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bBli*v*  In  foEBslly  structured  orgulsatioDi  with  reeponel- 
bllltlcs  cleerly  defined,  when  tbe  practices  of  two  of  the 
aoet  successful  and  progzesalva  ccspenlea  are  studied,  they 
are  found  to  be  closely  reseabllng  those  developed  by  the 
aanagencnt  writers.  Both  eospanles  are  organised  to  faelll- 
tete  product  planning,  one  on  a highly  centrallaed  basis  end 
the  other  on  a deemtrallsed  basis.  Snail  eoapanlee  lag  con- 
siderably behind  the  leaders.  This  nay  be  due  to  preoccupa- 
tion with  Innedlate  and  obvious  problens.  Ignorance  of  the 
function  of  product  planning,  or  failure  to  appreciate  the 
need  for  product  planning  in  an  era  of  rapidly  changing  tech- 
nology and  oarkets.  Thus,  while  all  writers  are  artlcuUte 
on  the  need  for  highly  foraallsed  product  planning.  Industry 
has  not  quite  caught  up.  This  gap  between  the  thlnkara  and 
doers  in  bualnesa  Is  natural,  since  research  usually  precedes 
eKillcBtlon, 

ioz  future  essesroh 

This  research  has  provided  evidence  that,  with  proper 
definitions,  product  planning  la  the  strategy  of  the  indus- 
trial flna.  This  theoretical  concept  has  lsq«ctance  because 
It  should  now  be  possible  to  synthesise  a aester  strategy 
which  Is  a generalisation  of  all  strategies  soployed  by  flnss. 
8u^  a strategy  night  be  developed  starting  with  prooeduies 
and  ^aekllata  for  product  planning,  long-range  pleinnlng 
steps,  and  coordinating  teduilquea  which  have  been  developed 
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Future  rceeareb  could  be  conducted  In  two  iteeeB.  to 
the  flret  pheie,  tbe  leeeter  atnteqy  for  all  flru  could  be 
developed  froa  preaent  long-range  and  product  planning  etepe 
found  throughout  tbe  literature  and  to  coapany  practice. 

Theee  etepe  repreeent  “alleetonee'  or  *evente“  to  which  cea- 
paniee  will  devote  varying  proportlone  of  their  reeaurcee  to 
achieve,  depending  upon  the  eanpanlee'  eecondary  (to  aurvlval) 
objectlvee.  there  are  a relatively  United  nuaber  of  really 
aajor  eecondary  objectlvee  frcn  which  fime  ueually  aelect  a 

fleeted  hack  into  the  fim'a  planning  through  allocation  of 
xeaourcea,  different  aeipbaeia  on  Bllaatonee,  and  different 
tinlng  for  aeblevment  of  Bllcetonee. 

The  eecend  phaee  of  the  reaearcb  would  utiliae  the  liet 
of  najor  eecondary  objectlvea  and  tbe  atepa  required  to 
achieve  then,  theae  etepe  ace  interrelated  in  tine  eodi  that 
they  nuet  be  repcaaented  aa  eventa  to  a network.  It  appeara 
that  product  planning  to  achieve  '•~»p»"y  ^jectivaa  could  be 
repreaentad  to  a FEPT  (Prograa  Evaloatlea  Beview  Technique) 
or  a CPH  (Critical  Path  Hathod)  network.  It  ie  alao  conceiv- 
able that  a atandacdlaed  network  oould  be  developed  aueb  that 
only  the  tine  and  nonay  to  achieve  each  event  need  be  aetl- 
nated  to  order  to  tailor  the  plan  to  a particular  flra.  At 
preaent.  atandardised  natworka  have  bean  developed  for  en- 
gineering projecta,  and  at  leant  one  coapany  (Oenaral  Blec- 
trlo)  ie  erpertoanttog  with  critical  path  networke  to  coor- 
foc  developoant,  production,  and  narkettog 
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of  products,  nw  cad)ln8tlon  of  tho««  two  concopts,  tlia 
develOfBsnt  of  > laaatst  stratagy  gnldad  by  powerful  coor- 
dinating tachnlguaa  In  atandardiaad  form  would  repreaent  a 
revolutionary  atep  forward  la  bualaeaa  operation. 
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8cz*ca  and  avaloata 
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8ouzcei  Boos,  Allan  a Bullton,  Manaaeamt  of  Maw  greduete 
(Chlcagoi  Boo*,  Allan  a Banllton,  1960),  pp.  14-17. 

Exploration 

1.  Detamina  tha  product  flalds  of  prlaary  tntaraat  to 

2.  Batabllah  a program  for  plaanad  Idaa  genaratlon. 

3.  collaet  Idaaa  throupli  an  organlsad  natMork. 

Bcraanlna 

1.  Bcpaad  aacli  idaa  Into  a full  product  concapt. 

2.  Collaet  facta  and  opiniona,  which  ara  quickly  avail- 

propoaltloo. 

3.  Appralaa  aacb  Idaa  for  ita  potaatlal  value*  to  tha 


Appoint  pa 
Datamiiia 


aalble  for  furthar  atudy  of 


■ faaaihlllty. 
valep  apaolflcatlona  and  aatabllah  a 
an  for  tha  product. 


Oevelogaant 

1.  Eatabliah  davalopaant  projacta  for  aacb  product. 

2.  Build  product  to  doaigutad  or  raviaad  spaclficatlona. 

3.  Conplata  laboratory  evaluation  and  ralaaaa  for 


1.  Plan  coiaiaTclal  aj^arliaaQta  necaaaaxy  to  teat  and 
verify  earlier  Jud^enta  of  the  product. 

2.  conduct  in-uae,  pr^uction  and  market  teatlag. 

3.  Make  final  pro^ct  declaloni  freaxa  design. 


1.  ccaaplate  final  plana  for  i 

2.  Initiate  eooxdlnatad  produ 

3.  Check  reeults.  Hake  neeei 


reduction  and  marketing, 
stion  end  aelllng  programa. 
sary  improvaaenta  in  prod- 
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sourc«i  S.  T.  KUlar,  *A  Maijox  Sblft  In  aastiaau,'  lass' 

I rrrtgg*  taerican  Wanagannpt 

Mneelatlon  teport  ao.  39  {■•»  yoxki  taatiean  Han- 
agaaMot  Aaaoelatlon,  Xno.,  Saaaaxab  and  navalopamt 


Stahll-ity  Paetora 

1.  OuxabUlQr  Of  markat 

2.  Braadtb  of  aaxkat 

3.  POAAlblll^  of  captiva  laarkat 

4.  Olffioulty  of  copying 

5.  Stability  in  dapxaaalona 

6.  Stability  in  wartlm 

Oxowth  yaetoxa 


1»  Unigua  chaxactax  of  product  of  pxoeaaa 

2 . Daaand-aupply  ratio 

3.  Rata  of  taobnologlcal  Change 

4.  Export  posalbllltlas 

5.  millzation  of  sanagenant  paracawal 

lax-katablllty  factors 

1.  Ralatlonahlp  to  axlating  laaxkata 

2.  ccappany'e  reputation  In  alllad  fields 

3.  Relationship  to  probable  eoaipatltlon 

4.  Coopany's  ability  to  neat  cuatoaMX  aarvica  raqulra- 

Relationship  to  cuatooara'  products 

6.  Large  voloae  with  individual  custcBara 

7.  Pau  variations  or  atylas  required 
a.  praedon  from  saasonal  fluctuations 

1.  tisa  required  to  beooaa  astabllabad 

2.  Value  a^ad  by  ln<^OGeipaay  processing 

3.  BteluBlve  ox  favored  purohaslng  position 

4.  Inprovsd  purchasing  position 

5>  Availability  of  raw  aatarlals  within  the  coapany 
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mi««TCh  maa  DT«l0B—it  fctora 

1.  Otilicatioii  of  oxlattag  knowledge 

2.  Reletloaehlp  to  future  development  eetlvltiee 

3.  UtilisetloB  of  exleting  laboratory  or  pllot*plant 
equtpnent 

4.  Availability  of  reaearch  aad  developaent  peraonnel 
BiBlnaerlng  fagtora 

1.  stallablllty  of  procaaa  know-bow 

2.  Utilization  of  etandardlzed  equlpaeet 

3.  Availability  of  engineering  peraonnel 

I-roduetion  Pactore 

1.  Utilization  of  Idle  equlfoent 

2.  utilization  of  aurplna  etcam,  electricity,  and  water 

3.  Utilization  and  upgrading  of  by-producte 

4.  Availablllly  of  prodnotlon  and  maintenance  workera 
5»  Utlllzaticai  of  proceaeea  familiar  to  -^p»"y  per* 

6,  1,  S.  Praadam  from  bazardooa  operation  conditlona, 
dlffiealt  aaiatananoe  requlpramenta,  and  waate- 
dlapoaal  problena 


H8M  FRODUCI  PROriLB  CBUM 


JobD  8.  Bkxxia,  *H«M  Produc 
jgal  s toglnwtM  B«w».  JO 
i»61).  112-^113. 


Pro£ll8  Qart,  * 
(,  KO.  16  (April 


1.  Return  on  inveitaent  (before  taxee) 

-2  Leee  ttaan  20X 
-1  20X  to  2SX 
«1  2S%  to  30K 
*2  Greeter  then  30X 

2.  Eetlaeted  emiaal  eelee 

3.  Vev  fixed  cepltel  payout  tine 

4.  Tine  to  reach  eatlnted  eelee  voluae 

Reeeerch  6 Pereler— it  A»pecte 

!•  Reeeerch  Investiaent  payout  tiiae 

2.  be«elo[aant  Invoataient  payout  tljea 

3 . Reeearch  know-bow 

4.  patent  etatue 

Market  Reeearsdi  Aepecte 

1.  Market  devolofaaent  requireaenta 

2.  Pxaaotlonal  requlraDenta 

3.  Product  ocfopetltlon 

4 . Product  advantage 

5.  Lenqth  of  product  life 

6i  Cyclical  a eeaeonai  deoand 

ProdactloB  and  EnatneerlM  Aepecta 
!•  Required  corporate  eiae 

3.  Equlpaent 
4«  Proceea  faniliarlty 
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llarfcttiM  t froJact  AjpWi 


IM 


1.  aiBllazlty  to  pzooaat  pxoduct  Xiaa* 

2.  Effect  oo  preee&t  producte 

3.  Harketebillty  to  preeant  custcnere 

4.  Buaber  of  potential  cuetonere 

5.  Suitablll^  of  present  sales  force 

6.  Market  atabUlty 
8.  Technical  service 


PLMOtaS  FORMS  - C0R8IH6 


SaXas  covacaga 


Olatcltaatloa 

Strangth 

Saw  Pzodao^ 
Introduced 


On  a aaparata  paga  Hat  tha  najor  thraats  facing  our 
growth  of  total  aamlnga  in  this  Induatryi  plannad  action  by 
C.O.H.,  and  ralatad  oppertunltlaa. 
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1S6 


Clasalficatloi  Aotual  salaa  In  $000 

by  Title  1956  1957  19S8  1959  1900 


(aot  Bora  than 
5 clasalflcatioDa) 


total 

% orotrtb  over 

% BamlBga 
(Plant  Margin) 

salaa  Bxpaaaa  X 


1941  1962  1963  1964  1965  1966 


Total 

Mlor  iHw  rwditttfcX 
Prolact  Title 
- Potential 


- Potential 


Total  a.P,  Potential 
Total  V.P.  Budget 


BstlBated  X Bamlnge 
(Plant  Margin) 


Outline  each  pbaae.  e^edule  and  reapoaelhility  for 
]or  new  product  project.  Any  available  infomtlon 
velopnent  eoet.  unit  cost,  pricing,  equliatent  and  fa 
expenditure  would  be  helphl. 
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larktlna  Btrafotv  Ftooim  to  accovllab 
you  Mdgat 

19611 

19621 

Othu  Major  arevth  opportaattloa 

k.  sugqoet  Conpaalea  that  tbould  bo  lovaatlgatod  tor  ac- 
qulaltlon. 

B.  Maerlbo  aatarial  or  proooaa  roaoareh  broakt3urou9he  that 
would  glvo  you  eubatoBtlal  added  ealoe  potoDtial. 

C.  what  ahonld  wo  do  with  this  preduet  line  abroad? 

B<  what  help  do  you  aaod  froca  staff  Sroups? 


. 1962  1963  1964  1965  1966 


Sales  - 1961  Plan 
Sales  - Bstlmtod 


BZBMoeiiA?fnr 


Ald« 


Booka 

Kroa.  tarkatliw  atiavlor  and  iBtaouttya  Action, 
ood,  111. I Slchard  D.  Izvln,  Uc.,  1957. 

Balpb  S.  at  at.  Boateni  Qlnn  and 


Baunol,  HUliao  J.  Beononie  THaorv  and  OBarUilonn  toalvata. 
Englawood  cliffs,  H.J.i  Pxantlca'Ball,  Inc.,  1961. 

Dlehtar,  Bmasc  A.  Khat  Ara  tha  Raal  Baaaona  Paopla  Boy 
clnnatli  soutli-waatans  Publishing  Coopany,  1960. 
^Idar^^Bobart^p^.^  Fun^uro^U  of^jtodus^lal  MarkatUw.  Bav 


Parguson,  Hobart  o.  and  sargant,  Lauran  P.  ilnaar  Prooran- 
atno.  Bow  Yozki  McOraw-Blll  Book  Co..  Inc.,  1958. 

Bllton,  Potac.  Handhonk  of  Baw  Product.  PiTOloEB>ant . Bngla- 
wood  Cliffs,  H.d.i  Pzantioa-Ball,  Inc.,  1961. 

Kargar,  Oalaar  H.  lha  Maw  product.  Baw  Yorki  Yhe  Industrial 


f Cortln,  Arnold.  wanaaaaLsnt  in  Markatlno. 
-Hill  Book  Co.,  Inc.,  1961. 


1961. 

McDonald, 


Modam  Warkatlnq  Mant 


YOI^  McSaw-Hlll  Book  Co! 


lid,  John  D.  Stratagy  In  Pokar.  Buslnaas  and  w 
rorki  B.  w.  Borton  o Co..  Inc.,  19SS. 


Millar,  David  H.  and  Starr,  Martin  R.  Ekacutiva  Declalens 
Pr^tl^Ba?ir  a**“^6Q  Cliffs,  B.J.. 

Bash,  Ban.  Davsloptna  naft^tabla  Products  and  Thalr  Paefcao- 
Ina.  Bsw  Yorki  McOraw-Hlll  Book  Co.,  Inc.,  1945. 


ise 


Pmxoa* *,  Edith  VlltoQ.  Th«  Thaorv  at  tha  Qrovth  of  the  Fl«i. 
E«w  yorki  John  Hilay  & Soia,  lac.,  1959. 

Shalpa,  D.  N.  Planning  tha  Product.  Oiloagot  Slchacd  D. 


sehaUlag,  Ttaonaa  C.  The  Stratogg  ot  Coitfltct. 
Meaa.i  Bernard  Oniveralty  Pxaaa,  I960. 

Slnon,  Hartiert  A.  wodela  of  m»"-  Hew  Yotki  Jc 


Artlclea  end  PerlodloaXa 

'All  Cranked  Up  Cor  a Hew  Round,  ' Buelneee  week  (April  29, 
1961). 

Allan,  Deborah  et  al.  'A  Report  on  Product  Planning  in  Aaer- 
Ican  Buelneae.  ■ Induetrlal  Dealtm.  XV.  Ho.  6 (June, 


Anderaen,  Sigurd  L.  'Venture  Analjraia,  A plexlble  Planning 
Tool,  - Qiaa»lael  Engineering  groaxeae,  LVIX,  Ho.  3 
(Haroh,  1961) . 

Bear,  Stafford.  Ilhet  Baa  Cybemetlea  to  Do  Hlth  Operational 
Raaearch?'  operational  Raeearch  Ouarteriv.  x.  Ho.  1 
(March,  1959K 

Crlep,  Richard  D.  'Product  Planning  for  Put\ire  Profits,  * 

Review  and  Modem  mduetrv.  uoa.  Ho.  3 (March, 

Dailey,  Don.  'la  Engineering  the  sole  source  for  Hew  Prod- 
1961)  . 

Da  Pace.  Paul.  'Planning  Ahead  for  Profits,  ° ado»Tw.«a  m.ti- 
agemant.  XXIV,  Ho.  3 (Haroh,  1959). 

*Dlrectory  of  the  900  Largest  Induatrlal  Corporations, ' 
Fortune.  IXII,  Ho.  1 (July,  1960) . 

For^e.  UCTV,  Ho.  1*  (July,  1961) . 

DDutt,  jo)in  T,  'Product  innovation  In  Saall  Buainaee,  * 
Bualnasa  topics.  VIIX,  Ho.  4 (Auton,  1960] . 

Drury,  Jaieee  O.  '2a  Your  Problan  overproduction — or  Under- 
production of  Markets?'  Advanced  Wanaceawnt.  XXIII, 

Bo.  4 (April,  195S). 


& BnqUeTlnQ  H« 


Barlag,  Albert.  ‘Vroduct  Flanotog  a 
A report  on  tbe  proce 
ternAtio&Al  "eiBlnnr  Id  MerJcetlnp  K 
S-ie.  1961. 


Reralter.  Jeroae  D.  end  Hagee.  John  P.  “Cuetoeer  B^tavlo: 
ai  a nrkov  Proccaa,  ' Oparetlone  Reieereh.  DC,  So.  1 
(JenUAry-PebruAry,  1961) . 

Bill,  Milllnm  B.  And  arenger,  CSiArlee  H.  'Charting  VOUx 
CnaoABV's  Putere  flTowth.  ■ niin'a  RevCaw  and  Hndem  Tn 

duetrv.  L30C,  ao.  2 <Auguat,  1957). 


'Long-Range  Planning  (or  Corporate  Planning  ( 
ny  Oroeth, ' The  Hanageaent  Review.  XLV,  w>.  12 
■bar,  1956) . 


lell,  Melvin.  'Abandeclng  Marginal  Proflte  Profitably,* 
??^*i**lU5i*°**  induetrv.  LXXVIII,  >o.  4 


er,  Martin.  'Planned  Obsolascencei  Rx  (or  T 
nduatrv.  UOCXZi, 
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t the  ?ixB,  “ CelHomla 
(Siumer.  1961K 

I.  "The  Selection  of  Project! 

°g^f^^****  VII. 


. George  P.  MecLeren.  Donald  D.  ‘An  Af^oach  t 
esearch  Planning,  “ a^eal  Salneerlng  Progteea. 
VII,  Ho.  S <Hay,  1961). 


survival,  ■ acme  Report 


(Winter,  1959] 


for)aea.  LXKCXX, 


Harvard  Buei- 
*er,  1961J. 


mrlcatlno  e^Vnr-..., 
Hanaganent  Report  He 
sent  Asaoclatlon,  In 


~ 32.  Haw  VorkE  Aaerio 
1C.,  Harketlng  Dlvliloa, 
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Anerlcan  iUisociatlon.  Dwloplng  a Prodnet  atrat- 

•gy.  Anarloan  Hanaganant  Asaoclatloa  Maaagaatgtt  Saport 
Ho.  69.  Haw  Yorks  Anarloan  Ifeinasant  Aaaociation, 
lae..  saaaareb  and  Davalofnant  Dlvlsleo,  19S9. 

Book.  Allan  & Hamilton.  >lanaqaiaant  of  Maw  Ptodueta.  Cbi* 
cagoi  Book,  Allen  a Hamilton.  1960. 

Bcwan,  a.  R.  The  Bnalneas  Rnterprlsa  aa  a Sobiect  for  Re- 
aearsfls.  Hew  Yorks  social  Scieoca  Raasarch  Ccpunoil, 

1955. 

ComiBS  Olaaa  Works,  annual  Report  1960. 

sobalman.  Sidney.  A >lodam  Approach  to  Prodact  DaveloBmant. 
PS  151649.  WBahington,  S.c.s  united  statea  Govemnant 
Printing  Office,  OecaiAar,  1958. 
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'Bxcarpta  from  the  HaaaureDants  Project. ' Brochnra  prepared 
by  the  Accounting  Servicae  Elvlslon.  General  Blectrlc 
Cfiwpany,  January,  1954. 

"Facta  ahoqt  Coming  Olaaa  Works."  Company  pamphlet  undated 
hut  psibllahad  after  1957. 

"aiatoxy  of  Corning  Glass."  septassher  S.  1960.  (Hineograph . ) 

"Introduction  to  Product  Planning."  Brochure  puhlished  by 
General  Blectrlc  Company. 

Kami.  M.  J.  "Praraqulsltes  for  Effective  Long  Range  Plan- 
ning." paper  published  by  the  Stanford  Raeeareh  Insti- 
tute. 1960. 


Payne.  Bruce.  "Long  Range  Planning  in  a Convetltlva  world 

Beoaoqr- * Addreaa  given  at  the  unlvaralty  of  California 
at  Los  Angalea,  April  10.  1961. 


Poor's  Reolpter  of  Pliectote  and  Bxeeutj^ee  1961.  He-  Yo 
Standard  and  Poor's  Corporation.  1962. 
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